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March 27, If 

When you examine Chapter II, I am sure you will 
agree with us that considerable work has been accom- 
plished during Phase I of the work program. Upon 
reading Chapter III you will note the effort in Phase I 
has produced a viable Planning-Programming-Budgeting 
System. We have high hopes for this study. We be- 
lieve the study will produce an effective PPB System 
for use by local school districts and intermediate 
units in allocating their resources . 

Sincerely yours , 



William A. Anderson 
Elk County Superintendent 
of Schools 
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CHAPTER II 



NARRATIVE REPORT 
Background Informatio n 

The majority of local school districts in the Commonwealth 
of Pennsylvania completed reorganization during the 1965-66 
school year. Since then, the State Board of Education has 
studied the reorganization problems involved in the consolidation 
of the 67 county superintendents of schools offices into 25 or 30 
intermediate units as directed by Appropriations Act 83-A, 
December 1, 1965. This study resulted in the adoption in 

January, 1967, of "A State Plan of Intermediate Units." 

(1) Legislation is currently before the General Assembly to 
implement the Plan. Following the enactment of this legislation, 
the State Board of Education will adopt regulations to guide the 
establishment of intermediate units in the Commonwealth of 
Pennsylvania. 

The program of services provided by each intermediate unit 
will vary according to the educational needs of the region served 
by the unit. The period of time between the establishment of the 
intermediate units and their first operational year will be 
devoted to carrying out two tasks: 

1. Continuation of essential services by the staffs of 
the reorganized county superintendents of schools 
offices; and 

2. Development by the reorganized staffs of a detailed 
"best" program of services structure for the coming 
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fiscal year and projection of this program structure 
for four additional years. 

The satisfactory accomplishment of this second task is 
critical to the development and growth of the intermediate unit 
in Pennsylvania. Because of the importance of this task a number 
of educational organisations and institutions have joined forces 
to develop a "generalized" Planning-Programming-Budgeting System 
(PPB System) that can be effectively utilized by intermediate 
units throughout Pennsylvania. 

The PPB System designed in Phase I of the study will help 
the intermediate unit administration and board make better 
decisions on the allocation of resources among alternative ways 
to attain the intermediate unit objectives. Its essence is the 
development and presentation of information as to the full 
implications, the costs and benefits of the major alternative 
courses of action relevant to major resource allocation 

decisions. It is not intended as a cure for all types of 
intermediate unit administrative problems. 

The major functions of the PPB System are: 

1. Identification of the basic objectives of the 

intermediate unit and relating these to all activities 
of the inntermediate unit; 

2 . Consideration of the future implications of these 
objectives; and 

3 . Systematic analysis of the available alternative 
courses of action necessary to satisfy these 
objectives . 
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The third function involves the systematic identification 
of alternative ways of carrying out the basic objectives, an 
estimation of the total cost implications of each alternative and 
an estimation of the expected results of each alternative. 

The county superintendent of schools offices and public 
school districts of 3ucks, Cameron, Elk, McKean and Potter 
Counties are participating in this study. Montgomery County 
Superintendent of Schools Office is acting as an observer. 

The U. S. Office of Education is providing financial 
support. The Department of Public Instruction, Commonwealth of 
Pennsylvania, and Research for Better Schools, Incorporated, ESEA 
Title IV Regional Educational Laboratory, are providing 
assistance in the dissemination of information on the study. 

The Government Studies Center of the Fels Institute of 
Local and State Government, University of Pennsylvania is 
responsible for the development of the general study direction, 
including planning and scheduling of all study activities, 
coordination of university research staff and outside 
participating research ogranizations and consultants. The 
Graduate School of Education, University of Pennsylvania is 
providing expert educational assistance. The Management Science 
Center of the Wharton School of Finance and Commerce, University 
of Pennsylvania is evaluating the potential of "simulation 
models" and is assisting in the development of the PPB System by 
providing expert statisticcs and operations research assistance. 
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Results of Phase 1^ 

Work Program 

The study is divided into four phases. Phase I is devoted 
primarily to research, examination of the status of the 
educational systems at the local school district and county 
office levels, analysis of system requirements and completion of 
the over-all design of the PPB System. Phase I began on June 1, 
1967, and will terminate in March, 1968. 

Phase II, planned for completion in November, 1968, will be 
concerned with the development of the operating PPB system. This 
includes the experimental pilot operation of the PPB System prior 
to completion of system development and of plans for system 
implementation. Special methods for predicting the consequences 
of various program decisions will also be employed. 

Phase III, planned for completion in March, 1969, 
represents the period during which one or more of the 
participating county offices and local school districts will 
employ the PPB System and related techniques in preparing their 
actual program and budgets for the subsequent fiscal year. 

Phase IV, which extends to the end of the project in May, 
1970, will be devoted to analysis of the experiences gained in 
Phase III and revision, as necessary, of the PPB System and 
related techniques. Also included will be the implementation of 
the revised system by selected county offices and local school 
districts in the preparation of their plans, programs and budgets 
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for the fiscal year beginning in 1970. It is anticipated that 
Phase IV also will incorporate an extensive education and 
training program for county offices and local school districts 
throughout Pennsylvania, as well as completion of final reports 
and materials for broad dissemination. 

This chapter contains a discussion of the planning 
activities of Phase I, results of these activities, dissemination 
of results, effects on participating and cooperating educational 
organizations and institutions, procedure for carrying forward 
the study following the termination of the federal grant and 
total cost for the 1968-69 fiscal year. The work program for 
Phase I has been divided into 25 seperate tasks. These tasks are 
shown on "Phase I Task Network" on the following page. In the 
sections that follow each task is described and the results 
discussed . 

Task #1. 0-1 .2: Phase I Administration 

This task was concerned with organizing and carrying out 
accounting, reporting, planning, coordinating and clerical 
operations. The Study Coordinator, Dr. Charles E. Brewin, Jr., 
Assistant County Superintendent, assumed general responsibility 
for this task. Hr. John K. Parker, Director of Technical 
Support, of the University of Pennsylvania, coordinated 
university related administration. The documentation procedure 
developed under Task #2 provided documentation control for all 
other tasks in Phase I . 
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The Montgomery County Board of School Directors is the 
recipient of the funds of the parent project, "Exploring New 
Horizons for In-Service Training and Student Residency Programs" 
(#67-4280), and by virtue of this fiscal responsibility has 
received the moneys allocated to the Intermediate Unit Planning 
Study portion of the project. These moneys have been transferred 
during the current fiscal year to the Bucks County Board of 
School Directors in accordance with the procedure established by 
Mi’. Sandler of Dreslin and Company, a local accounting firm. 
Dreslin and Company is presently employed by both Montgomery and 
Bucks County Boards of School Directors as their auditor. The 
accounting system employed to control the funds for the 
Intermediate Unit Planning Study has been keyed to the accounting 
system established for the parent project, "Exploring New 
Horizons for In-Service Training and Student Residency Programs." 
It is assumed this arrangement will continue for the next two 
fiscal years of the study. 

a.he Bucks County Board of School Directors exercised 
general coordination of the study for the county offices and 
local school districts of Bucks, Cameron, Elk, McKean and Potter 
Counties and among cooperating educational organizations and 
institutions. The Bucks County Superintendent of Schools office 
arranged for financing of the study and administering of all 
funds for the study. The office also provided data or arranged 
for data collection, professional and non-professional assistance 
and printin'” of study materials and reports. During Phases II, 
III and IV of the study it will be necessary for the Bucks County 
Superintendent of Schools Office to provide adequate professional 
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and non-professional assistance to the local school districts and 
county offices who will be participating in the PPB System pilot 
operations . 

The Bucks County Superintendent of Schools Office has been 
assisted in the study by the Department of Public Instruction, 
Research for Better Schools, Incorporated, Fels Institute of 
Local and State Government, Management Science Center of the 
Wharton School and Graduate School of Education. The latter 
three organizations are affiliated with the University of 
Pennsylvania. The direction of the technical support of the 
study has been consolidated under John 1<. Parker, Director of 
Technical Support, University of Pennsylvania. This procedure 
provides for tighter management of the technical development, 
testing and alteration of the PPB System during Phases II, III 
and IV. 

The organizational structure outlined in the addendum 
entitled, "Proposal for the Intermediate Unit Planning Study," 
has not functioned satisfactorily. The progress review and 
policy adoption process has been slow, even though the Steering 
Committee met nine times. County Superintendent of Schools 
Committee three times and Professional Advisory and County Board 
of School Directors Committee twice each during the period from 
August 1967 through March 1968. The PPB Systems pilot operations 
that will take place during Pnases II, III and IV will require a 
faster progress review and policy adoption process. 

The employment of a full time Study Manager should aid in 
improving the over-all effectiveness of the progress review and 
policy adoption process. A full time manager can devote his 
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undivided attention to the coordination of study activities in 
the field. Because the Phase II, III and IV PPB System pilot 
operations will probably not involve all local school districts 
and county offices in Bucks, Cameron, Elk, McKean and Potter 
Counties the membership of the Professional Advisory and County 
Board of School Directors Committees at policy review and 
adoption meetings will be limited. It may also be necessary to 
divide these committees by county or region so that field 
operations can be more effective. However, all local school 
district representatives and county board of school directors 
from the five participating counties and Montgomery County will 
be invited to progress review meetings. See Figures 1 and 2 for 
this procedure. 

Task #2 : Phase I Work Program 

The activities involved in this task were concerned with 
the development of the Phase I task networks and task 
descriptions. The work program for Phase I shown in the document 
entitled, "Proposal for the Intermediate Unit Planning Study," 
was changed in August 1967 following the first two meetings of 
the Steering Committee. Study personnel were assigned specific 
tasks and completion dates were designated for these tasks. A 
documentation procedure v;as established which assisted the 
Technical Director and Study Coordinator in the monitoring of all 
Phase I tasks. All Steering Committee and County Superintendent 
of Schools Committee members have been provided with a 
documentation manual and copies of all documents. 
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Figure 1: The policy review and adoption procedure. 
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Figure 2: The progress review procedure. 



These documents provided the basis for discussion at all 
committee meetings. 

During the period from September through March a number of 
tasks were revised and new completion dates were established. 
These changes were caused by the difficulty of gathering certain 
data types. Each time this occurred new task descriptions were 
written and task networks developed. Two revised sets of task 
descriptions are shown in Appendixes A and B. 

Task # 3 . 0-3 . 2 : Project Evaluation . 

A plan has been established for evaluating the study. It 
consists of the following elements: 

1. Management control evaluation, the purpose of which is 
to provide information for making decisions; 

2. External Evaluation, a process to provide periodic 
feedback for continuous refinement of plans and 
procedures; 

3. Field Evaluation, a product evaluation intended for 
determining the effectiveness of the study. 

The management control evaluation ic built into the work program. 
It is an inherent part of the procedure for accomplishing the 
work objectives, utilizing resources and meeting overall study 
goals . 

The external evaluation is concerned with an analysis of 
the results of the tasks and end products of each phase. An 
evaluation team consisting of the following four persons has been 
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established for this purpose and met several times during Phase 
I: 

Dr. James Becker, Executive Director 

Research for Better Schools, Inc. 

Dr. Joseph Froomkin, Director of Program Planning 

and Evaluation in the U, S. Office of Education 

Dr. Leon Cvsiew, Assistant Dean of the College of Education 

Temple Un5.versity 

Dr. Albert Heiman, Coordinator of Research 

Bucks County Public Schools 

Field evaluation will be undertaken at the termination of 
the study, which occurs on Hay 31, 1970. This evaluation will be 
primarily concerned with how effectively the PPB System functions 
in the real world and is intended to take place over several 
years . 

Task £4. 0-4 .1 ; Partic ip ant Training 

This task was concerned with the development of a plan for 
conducting a training program for Bucks, Cameron, Elk, HcKean, 
Montgomery and Potter County administrators and county board 
members. The training program stressed . specialized concepts and 
knowledge essential to understanding PPB systems. Three meetings 
were established for this purpose; however, because of changes in 
the work program only two were held. 

The November 10 meeting was held in Bucks County at the 
Warrington Country Club. A copy of the agenda and the minutes 
for this meeting are in Appendix C. 
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The March 14 meeting was held at the Buttonwood Inn, Emporium, 
Cameron County for the Cameron, Elk, McKean and Potter county 
office staffs, county boards and local chief school 
administrators. The March 15 meeting for the Bucks County Office 
Staff, County Board and Chief School Administrators, which 
covered the same material as the March 14 meeting, was held at 
the Warrington Country Club, Warrington, Bucks County. The 
program and minutes for the March meetings can be found in 
Appendix D. 

The primary purpose of the November meeting was to bring 
the personnel together from the participating and cooperating 
educational agencies and institutions. This was necessary in 
order that all concerned with the study would have an opportunity 
to understand the problems peculiar to each of the counties and 
school districts involved. The secondary purpose was to provide 
the participants with background information concerning the study 
and the utilization of management science and operations research 
techniques in the study. The March meetings were devoted to 
providing the participants with a thorough knowledge of the PPB 
System designed during Phase I and the procedures to be followed 
during Phases II, III and IV. 

The meetings for Phases II, III and IV may be subdivided by 
region or county. This anticipated change may be caused by the 
fact that not all county offices and local school districts may 
wish to participate in the PPB System pilot operations. The 
training program during the next two fiscal years will be very 
intensive for all participating personnel of county offices and 
local school districts. 
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Task #5 . 0-5 . 3 : Meeting of School Directors and Superintendents 

A plan was established for arranging and conducting 
periodic meetings of county staffs, county school directors and 
local school district administrators of Bucks, Cameron, Elk, 
McKean and Potter Counties. Because ■'ontgomery acted as an 
observer, only the County Superintendent and designated county 
staff members participated in these meetings. As mentioned above 
in Task # 4. 0-4.1 these meetings were held in November 1967 and 
March 1968. 

The County Superintendents of Schools Committee met three 
times from August 1967 through March 1968 and will meet at least 
one more time before the end of the present fiscal year. A new 
schedule of meetings will be established for Phases II and III 
at the last meeting for Phase I of the County Superintendents of 
Schools Committee. 

Task #6.0-6 .1: Information and Education Plan 

The procedure outlined in this task provided for the Phase 
I information and education plan in detail and provides the basis 
for developing Phases II, III and IV portions of the plan during 
the latter part of Phase I activities. This plan has been 
established to communicate interim and final results of the 
project to the educational community within and outside the 
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Commonwealth of Pennsylvania. Because of the complexities now 
emerging from the study it is apparent that a detailed plan of 
information and education for Phase II through IV would be 



superfluous at this time. Following the completion of Phase I a 
clearer understanding will evolve concerning the future 

activities of the study. This understanding will form the basis 
for the development of future information and education 

activities . 

Mailing lists are presently under development for the 
following groups: 

1. Public school administrators of Pennsylvania (This 
list will contain administrators of local school 
districts, county or intermediate unit offices and the 
Department of Public Instruction.); 

2. Public school administrators of the U. S. (This list 
will contain administrators of local school districts, 
county or intermediate unit offices and the Department 
of Public Instruction.); 

3. U. S. Office of Education (This list will contain 
administrators who are interested in and concerned 
with the activities of the study); 

4. ESEA, Title IV Regional Educational Laboratories; 

5. Educational Research Information Centers (ERIC); 

6. Research and Development Centers; 

7. Professional Associations (Associations in the fields 
of education, public administration and management 
science . ) ; 
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8. Universities (Departments of educational 

administration, public administration and management 
science.); and 

9. Publications (educational administration, public 

administration and management science). 

The mailing lists will be updated throughout the course of the 
study. 

An information brochure was prepared for dissemination at 
the progress report meetings in March. See Appendix E for this 
brochure. Talks have been delivered on study activities at 
several professional meetings and an extensive treatment of the 
PPB System is planned for a May seminar. A more thorough 
discussion of the total dissemination procedure can be found in 
the "Dissemination 11 section of this chapter. 

Task #7 : Survey of Education Information Systems 

This task set about to survey the present information 
systems in the following ways: 

1. Determine current means of formal communication 
between. local, county and state agencies. 
Communications to include reports, forms and other 
consistent, formatted data. 

2. Determine the completeness and consistency of existing 
data within and among agencies. 

3. Determine the capabilities of existing information 
processing groups. 
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4. Collect information on current or past studies of this 
nature . 

The survey included the State, county and local 

jurisdictions of Area 9 and Bucks County. The survey also 
included interviews with other agencies working in the field of 
educational information systems. The types of information 
systems studied include: 

1. Administrative record systems (accounting, budgeting, 
etc. ) ; 

2. Personnel record systems; 

3. Student record systems; 

4. Management and other information systems; and 

5. Lxternal data sources used in planning educational 
activities (tax records, population data, etc.) 

The primary method of study was personal interviews . The 
first interview was with Bucks County administrators and data 
processing personnel. This enabled an initial gathering of forms 
and report formats. 

After this data was analysed an interview conducted with 
Department of Public Instruction personnel helped to determine 
that the information gathered in Bucks County was typical of 
other school systems in the Commonwealth. 

The above two sets of interviews gave a good guide as to 
what is actually being done in the information gathering process 
systems. This guide was then used to direct interviews in Area 9 
and Bucks County to the more important features of information 
systems . 
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Task ir 3 : Study of Decision Input Factors 

The purpose of this task was to identify potential 
activities of intermediate units and begin to identify types of 
decision factors to be incorporated in the PPB System. 

Six committees were formed representing the six services 
described in the "Report of the Pennsylvania State Board of 
Education," January 1967. Participants on the committees were 
solicited from Area 9 and from Bucks County. 

The six committees were, combined so that three groups 
totaling eight to ten persons each spent approximately five hours 
with a consultant who engaged them in dialogue to identify the 
fol lowing information: 

1. Additional services not listed in the Report; 

2. Action Programs, three (3] for each of the services; 
and 

3. Decision information used to determine for the 

programs such factors as; yes or no, how much, when 
and where , etc . 

The consultant performed the following functions: 

1. Provided an orientation to the program. (The "big 

picture . " ) 

2. Focused the groups attention to the concern for 

enumerating additional services. 

3. Worked through at least one identified program and the 
decision factors related to that program so as tc 
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demonstrate the task. (Group centered activity.) 
Provided individual consultation to the individual 
participants in their effort to complete the task on 
their own and with their group. 

Following the initial meeting, the groups met once more to 
consider the summarized results of the data collected at that 
first meeting. The purpose of this second conference was to 
generalize from the data and to examine decision concepts that 
may be employed to effectively determine the consequences for the 
alternate decisions that may be made for each program. 

Task #9 : Survey of Community Characteristics 

In order to identify the ranges of community 

characteristics which will form the PPB System general 

environment in Area 9 and Bucks County through 1975, a survey of 
community characteristics was made. Using the available 
statistical data, the economic, geographic and demographic 
(emphasis on K-14 school age population) characteristics of Area 
9 and Bucks County from 1960 through 1975 were described and 
analyzed . 

1. Forecasts 

a. For 27 school districts 

(1) Enrollment (K-14) total and public, total 
population 

(2) Households and housing supply 

(3) Assessed value of real estate 
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For 5 counties 



(1) Total population and age distribution 

(2) Personal income 

( 3 ) Labor force 

(4) Assessed value of real estate 
2. Descriptive data - County basis 

a. Economic (2 censuses and changes number and 

percentage, generally in the period 1958-64) 

(1) U. S. Censuses of Agriculture, Businesses 
and Manufacturing 

(2) Income distributions 50-60, median income 
and total family income, 1950-60 

(3) Labor force by skill and industry, 1950-60 

(4) Pennsylvania Industrial Censuses: 

Industries by number of firms, employment, 
value added and payroll 

b. Geographic 

(1) Land use forest and reserve; urban, suburban 
and rural; major highways, air ports and 
railroads 

(2) Topography areas of 25 percent slopes, ridge 
lines, rivers, lakes and sewer service areas 

(3) Areas of influence, rural trading areas and 
centers, major roads, population density, 
public schools (elementary, jr. and sr.) and 
private schools 
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Task $10 : Survey of Education System Characteristics 



The objective of this task was to obtain comparable data to 
describe financial, staffing, physical facilities and educational 
characteristics of school systems in the proposed reorganised 
administrative units. The data was used in developing a base for 
linking the task to operations research. 

The procedure was to survey, analyze and describe the local 
school administrative units in Bucks County and Area 9, with 
respect to finance, staffing, plant and educational program. 
Data was collected with the -aid of five instruments which were 
distributed to the local administrative units in Bucks County ana 
Area 9 as follows: 

1. School Finance Study (Form 100) 

2. Staff Personnel Data Form 

3. Subject-Time Analysis, Grades l<-6 

4. Survey of Secondary School Course Offerings 

5. School Plant Data Form 

Treatment of the financial data takes into consideration 
budgeted revenue, expenditures, pupil membership, number of 
budgeted and non-budgeted personnel, staff salaries and tax 
parameters. Staff personnel data was used to analyze and compare 
numerical adequacy and deployment of personnel in each 

administrative unit who are engaged in administration, 
instruction and collateral service. 

The educational program in the elementary grades was 
examined with regard to the average time distribution devoted to 
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program elements in the participating administrative units, while 
program data at the secondary school level was considered from 
the standpoint of breadth of course offerings available to 
students. An effort was made to relate relative adequacy of the 
program to such factors as school size and per pupil 
expenditures . 

School plant data was used to describe provisions for 
housing the educational programs of participating districts. 
Consideration was given to the following* 

1. Age of attendance units, 

2. Site size, 

3. Grade distribution and 

4. Utilization relative to capacity. 



Task #11 : Survey of Education Performance Measures 

The purpose was to identify measures of education 
performance potentially acceptable for incorporation in the PPB 
System. 

The intention v?as to survey, describe and analyze education 
performance measures in use in Area 9 and Bucks County; explore, 
describe and analyze advanced education performance measures in 
use, under development and advocated in theory elsewhere in the 
United States; and define preliminary set of performance measures 
for use in project. 

A literature search was conducted by two persons, one who 
listed performance measurement references in addition to other 



education references, and one who concentrated specifically on 
education research literature, reading selected promising 
references in more depth. 

A cursory survey was made of Bucks County schools and Area 
9 schools, to determine what data each school collects routinely 
or has available on separate parts of the school and education 
system. The survey was jointly conducted by personnel from Fels, 
Bucks County, and Area 9. Parts of the system that were 
considered, and some of the categories used in finding the 
available data were: 



Students 

a. Physical health (how, when and how often 

measured) 

b. Potential (maturity, intelligence and perception 
measures) 

c. Achievement (subjects, grades and special tests) 

Teachers 

a. Qualifications - degrees, experience and 

certification 

b. Attrition rates and transfer data 

c. Pay scale and fringe benefits 

Administration 

a. Personnel, staff - professional, clerical, 
maintenance, special services, planning and 
research, etc. 

b. School Board - how selected 

Curricula 



a. Subjects available in each grade 

b. Extra-curricular activities 

5 . Resources Available 

a. Financial - tax rates and revenues 

b. Buildings - age, condition and capacities 

c. Equipment - recreational, laboratory, audio- 
visual, transportation, etc. 

d. Materials - books, films, etc. 

6 . Community 

a . PTA < 

b. Characteristics - socio-economic, population 
growth, etc. 

Task #12 : Survey of Education Program Taxonomies 

The purpose of this task was to identify education program 
taxonomies of potential utility in the PPB System. 

The approaches to development of this classification system 
were obvious: 

1. Present practice in the study area can be surveyed by 
means of interview and document collection; and 

2. Current and emergent practice can be identified in a 
national perspective by means of a literature search. 

The first approach, a deductive approach, organization 
charts and budget documents of school districts constituted the 
most readily available source of information. Some districts had 
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available as well, position guides and summary staffing 
statements. Analysis of such documents permitted a detailed 
analysis of functions assigned as the responsibilities of 
particular offices. By use of either supplementary instruments 
or by deduction, an itemization of school district activities was 
developed in classified form. 

The second approach to this problem, an inductive one, 
involved extensive efforts to identify all of the programs or 
services presently offered within school systems, without regard 
to the grouping of these activities. Apparent natural groupings 
were then used as the key to construction of a classification 
scheme. Once constructed this scheme was evaluated by reviewing 
practice, by judgement of experienced administration or by 
applying the opinions of expert consultants. 

Because it seemed possible that neither an inductive nor a 
deductive approach would yield as accurate a portrayal of 
structure desirable, a combination of the two approaches was 
used . 



Task #13 : Surveyof Current Research . 

This task set about to identify and establish continuing 
communications with current research projects of direct 
significance to design and development of the PPB System. 
Current research projects in the United States related to this 
project, with emphasis on "intermediate unit planning," 
simulation of education systems, PPB Systems, education 
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performance measures, cost effectiveness techniques and 

evaluation of education systems were reviewed. 

The objective was met by both direct surveys and by 
monitoring the work of other tasks, such as, the literature 
survey task. The task was carried out as follows: 

1. All literature received by the project was monitored 
to identify the source of good, pertinent, current 
reports . 

2. All project people who have taken trips were de- 

briefed . 

3. A list of relevant reserach projects were prepared and 
maintained . 

4. The most relevant projects in the United States were 
identified by analysis of available documents. 

5 . A survey guide was prepared so that visits to other 

projects (Step 6) obtained as much information as 
possible. The guide used’ "inputs" from other tasks to 
determine what information was most useful. 

6. The most relevant projects were visited and trip 

reports prepared. 

7 . All information was analyzed to identify those 
projects with which continuing liaison was desired. 

8. Liaison with desired projects was established by: (a) 

seeing that appropriate people were hired as 

consultants; (b) seeing that symposia were scheduled 

and include appropriate people; and (c) arranging 
additional visits. 
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Incoming information was monitored to identify new 
projects and to continue the liaison process. 

10. A report was prepared summarizing the "state-of-the- 
art" in ongoing research in relevant fields. 

Task #14 : Literature Review 



The purpose of this task was to provide bibliographic 
resources for the project. 

The task objective was to organize and establish an 
annotated bibliography which supported the different project 
tasks. In this respect, the scope of the bibliography needed to 
be as broad as the project tasks themselves. The classification 
system for structuring the bibliography was designed around the 
various component tasks of the project. Annotations were 
provided which indicate the general nature of the topic(s) 
covered by the source and other comments which were appropriate 
to identify some element of particular importance in the source. 
A condensed and representative bibliography was compiled for use 
by the project participants in reviewing general background 
material. A resource index file was established and available 
for searching. The bibliographical search was conducted using 
already compiled resources of such agencies as the Educational 
Information Research Centers and Research for Better Schools 
Incorporated, and the combined "input" of all project 
participants . 
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Task #15: Review of PPB System Applications 



In order to make available relevant experience gained to 
date in the application of PPB Systems, applications of PPB 
Systems in education and relevant applications in other fields 
were reviewed. 

The initial survey identified those national, state and 
local agencies which are now operating under some form of a 
planning-programming-budgeting system which has relevance to the 
Intermediate Unit Planning Study. From among those identified a 
representative number were chosen to visit in an effort to gain 
more detailed knowledge of their operation. Each of these 
applications were evaluated in terms of the elements in their 
system and the experiences they have encountered to date v/hich 
could be considered important for the design of a PPB System for 
the intermediate unit project. 

The types of information collected and evaluated included: 

1. What are the boundaries of the system? 

2. how is the planning function performed and what role 
does it play in the overall system? 

3 . How is the programming function performed and what 
role does it play in the overall system? 

4. ilow is the budgeting function performed and what role 
does it play in the overall system? 

5. 'What part of the system is mechanical? 

6. liow is the decision process structured? 

7 . What evaluation measures are employed and what has 
been the experience to date with their use? 
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The method of information collection was both by correspondence 
and by personal interview. 

Task #16 : Review of Cost-Effectiveness Applications 

The object of this task was to make available relevant 
experience gained to date in the application of cost- 
effectiveness techniques. 

To accomplish this a review of applications of cost- 
effectiveness analysis in education and relevant applications in 
other fields was undertaken. Pertinent techniques for 
consideration in this project were determined and evaluated. 

The approach used consisted of library research and 
discussion with other’s in the field. An essential part of the 
discussion aspect was attendance at an Office of Education 
Symposium on "Operations Analysis of Education," held November 19 
through 22, 1967, in Washington, D. C. 

Task #17 : Define Major System Components 

This task described the major functional characteristics of 
the PPB System in relation to local school districts and 
intermediate units. It was based on project results to date: (1) 
review of local school district intermediate unit requirements 
for planning-programming-budgeting; (2) review of resources and 
constraints; (3) identification of major outputs to be produced 
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by th s e x proposed PPB System; and (4) definition of the major 
functioned. components of the PPB System, analysis of the 
principle considerations anc development of the proposed PPB 
System. 

An extended discussion of the results of this task can be 
found in Chapter III. 

Task 7 /I 8 : Plan Revenue Forecast Development 

The purpose of this task is to plan for the development of 
a method of forecasting local school district and intermediate 
unit revenues over a ten year period. The revenue forecast 
method will be operational by September 30, 1968, for use by 
local districts and intermediate units as inputs to the PPB 
System. 

The identification of required outputs of a revenue 
forecasting method, development of a preliminary design for 
producing outputs, identification of required inputs, 
determination of information availability, preparation of a plan 
and v/ork program for development of the forecasting method and 
preparation of cost estimates for each activity and for each 
agency who will be participating in the deve opment of the method 
is currently underway. A preliminary plan for implementing the 
methods in local school districts and intermediate units will be 
prepared before the end of Phase I. 
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Task #19 : Plan Student Forecast Development 



This task's objective is to plan for the development of a 
method of forecasting student enrollment over a ten year period. 
This method will be operational by September 30, 1968, for use by 
local districts and intermediate units as inputs to the PPB 
System. 

The identification of required outputs of a student 
forecasting method, completion of a preliminary design for 
producing outputs, identification of required inputs, 
determination of information availability, preparation of a plan 
and work program for development of the forecasting method, and 
preparation of cost estimates for each activity and for each 
agency who will participate in the development of the methods 
being prepared. A preliminary plan for implementing the methods 
in local and intermediate unit school districts will be completed 
before the end of Phase I. 

Task #20: Define Program Taxonomy 

The purpose of this task is to provide a generalized 
program classification which can be used in the PPB System to 
summarize program plans for all local districts and intermediate 
units . 

Task #12 findings are being reviewed. This task was 
concerned with taxonomies of local districts. Following this 
review a proposed program taxonomy will be defined that will 



O 

ERLC 



- 34 - 



embrace the major functional requirements of the proposed PPB 
System. This task will be completed before the end of Phase I. 

Task il 21: Plan Indicator Development 

This task’s purpose is to plan the development of an 
initial se z of indicators representing characteristics of local 
school districts and intermediate units. Characteristics which 
are estimated to be of major importance to the chief 

administrative officers of these agencies in the conduct of long 
range planning and programming. 

Project findings are being reviewed and potential 
indicators of significant changes in education system 

characteristics are being identified. After the indicators have 
been identified the methodology for measuring and forecasting 
indicators over a ten year period will be designed. A review of 
the availability of information for required inputs is also 
underway. A plan and work program for development of initial 
indicators for testing and use in Phase II of the study, 
including responsibilities and costs of participating agencies 
will be developed before the end of Phase I. 

Task #22: Describe Planning-Programming-Budgeting Process 

The aim of this task is to describe and relate the proposed 
planning-programming-budgeting system process and procedures to 
the ongoing operations of local school districts, county offices 

on proposed intermediate units. 



An outline of the present schedule of activities of local 
school districts and county offices in the preparation of plans, 
programs and budgets is being developed. The outline of the 
schedule of activities for the proposed planning-programming- 
budgeting system will be compared to the first outline. An 
analysis of differences in process and procedure vjill be 
undertaken. The proposed PPB System process will also be related 
to the present requirements for preparation of long range plans 
and budgets in local districts. This task will be completed 
before the end of Phase I. 

Task # 23 : Plan Analysis Development 

The intent of this task is to define and plan for the 
development of all feasible analytical methods required for 
implementation of the proposed PPB System. 

The identification of key points in the major functional 
components of the proposed PPB. System which have a priority 
requirement for development of analytical methods is underway. 
The identification of outputs and inputs of each of these points 
will follow. A proposed methodology for performing these 
analyses will be designed. A plan and work program for 
developing these analytical methods during Phase II of the 
project, including costs to participating agencies will complete 
the work on this task. This task will be completed before the 
end of Phase I. 
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Task #24: Complete PPB System Design 



The objective of this task is co describe the results of 
Phase I in terms of the complete general design of the planning- 
programming-budgeting system recommended for development and 
implementation in the study. 

A description of the overall characteristics and 
functioning of the proposed PPB System design based on the 
findings of preceeding tasks will be developed. The system 
outputs in relation to planning-programming and budgeting 
responsibilities of local school districts and county offices or 
intermediate units will be described. The study objectives in 
relation to development of the system and responsibilities of 
local school district, county offices or intermediate units will 
also be described. The task will be completed before t'ne end of 
Phase I. 

Task # 25: Develop Phase II Work Progi'am 

The purpose of this task is to provide a revised plan and 
schedule for study activities to be accomplished during Phase II 
of the study and to revise the general plan and schedule for 
Phases III and IV of the study. This task will be completed 
before the end of Phase I. 
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Effect of the Study on 
Participating Educational Agencies 

The impact of this study on the participating educational 
agencies will occur during Phases II, III and IV because pilot 
demonstrations will be carried out during these phases. Many 
local school districts, county offices or intermediate units will 
be involved. Training of the personnel of these agencies will be 
most intense. The concentration of efforts on the part of the 
study staff and the participating agencies should have an 
observable impact on the management of these agencies during the 
1969-1970 fiscal year of the study. 

The school districts in Bucks, Cameron, Elk, McKean and 
Potter Counties are in the process of developing long range 
development plans (ten-year). All long range plans must be 
completed by July 1, 1969. The Department of Public Instruction 
requires that these plans be up-dated every two years. The 
information contained in the long range plans will provide 
" input " to the PPB System. The Intermediate Unit Planning team 
has assisted a number of local school districts in the five 
participating counties in the development of their long range 
plans . 

An outgrowth of the work conducted during the first phase 
of the v study is a recognition on the part of the five 
participating county offices and a number cf participating school 
districts for the need to develop an integrated management 
information system. A number of the interested county offices 
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and districts have joined to form an electronic data processing 
(EDP) center. This center is being developed in cooperation with 
the Bucks County Commissioners and will utilize the existing EDP 
facilities and staff of the Commissioners. A larger computer 
will be leased for the center. A seperate systems and 
programming staff will be formed to service the county offices 
and schools. The center will develop a number of files. The 
data in these files will be utilized by the cooperating county 
offices and local school districts during the PPB System pilot 
operations. 

Effect ofthe Study onCooperating Educationa l 
Agencies and Institutions 

The impact of the intermediate unit planning study on 
Montgomery County and the Department of Public Instruction is not 
likely to be evident until Phase IV. Sufficient experience will 
have been accumulated by this time to permit Mongtomery County 
and the Department of Public Instruction to utilize some if not 
all the components of the PPB System. 

Research for Better Schools, Incorporated will be in a position 
to commence broad disseminarion of the results of the study 
during Phase IV. At this time the PPB System and procedure 
manuals will be readily available for distribution. 

The cooperative relationship established among the 
Government Studies Center of the Pels Institute, Graduate School 
of Education and the Management Science Center of the Wharton 
School of Finance and Commerce has provided an excellent 
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opportunity to attack an 


educational 


problem 


through 


an 


interdisciplinary 


approach. 


Because 


of this 


approach , 


an 


innovative solution 


has been 


found to the 


perplexing 


problems 


of 



developing a working procedure for allocating resources at a 
county office or intermediate unit level. This close association 
of these three major graduate schools will undoubtedly have a 
profound and lasting effect on the attitudes the staffs of these 
schools have toward one another and their recognition that 
educational problems can be solved through an interdisciplinary 
approach. 

Dissemination 

The dissemination of information during the first phase of 
the study has been dictated by the ebb and flow of the program. 
An information brochure, written for school directors, has been 
produced for wide distribution. It describes the emerging role 
of the intermediate unit in Pennsylvania, problems to be solved 
by the study, goals of the study, work program and time schedule 
of the study. A copy of this brochure can be found in Appendix 
E. 

In addition to the information brochure, a number of 
working papers have been distributed among the participants of 
the study. Eleven detailed working papers were produced during 
Phase I . 

Minutes and other relevant information growing out of 
various committee meetings were distributed to the members of the 
various committees. Members of the Steering Committee and County 
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Superintendents of Schools Committee have been provided with 
loose leaf binders for holding minutes of meetings and all other 
relevant documentation. 

An average of five unsolicited response per month for 
information on the study have been received since August, 1967. 
A two-hour speech on the Study was delivered to the Metropolitan 
County Superintendents Committee in the Denis Hotel, Atlantic 
City, on February 17, 1968. This group meets every year at the 
AASA Convention, to discuss problems relevant to the operation of 
counties and intermediate units adjacent to large metropolitan 
areas . 

A panel discussion, chaired by Dean William B. Castetter, 
Graduate School of Education, University of Pennsylvania, dealt 
with the Intermediate Unit Planning Study and its impact on the 
future development of educational administration. The panel 
discussion took place at the 1SG8 AASA Convention in Convention 
Hall on February 20, 1968. In addition to Dean Castetter, the 
following members of the study staff also participated on the 
panel: C. E. Brewin, Jr., Assistant Bucks County Superintendent 
of Schools; John K. Parker, Manager, Systems Division, Government 
Studies Center, Fels Institute of Local and State Government; 
Roger L. Sisson, Associate Professor of Statistics and Operations 
Research, Wharton School of Finance and Commerce. 

Three reports on the progress of the study were delivered 
during the first phase of activities. The first report was given 
in Bucks County on iJovember 10, 19 67, to a combined groups of 
county office personnel, county board members and local school 
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administrators of Bucks, Cameron, Elk, McKean, Montgomery ana 
Potter Counties. The second meeting \7as held on March in in 
Cameron County. The participants included county office staff, 
county board members and local school district administrators of 
Cameron, Elk, McKean and Potter counties. The third meeting was 
held on March 15, in Bucks County and also involved county office 
staff, county board members and local school district 
administrators of Bucks and Montgomery Counties. 

A seminar is planned for May for dissemination of Phase I 
study results. Approximately fifty administrators from 
Pennsylvania school districts, county offices. Department of 
Public Instruction and a few from Delaware and Mew Jersey vjill 
attend. This will be the second organized effort to disseminate 
information on the study outside the participating counties. The 
first involved the use of the previously mentioned information 
brochure . 



Continuation of the Study Beyond 
the Grant Period 



If the intermediate units foim of organization becomes a 
reality in Pennsylvania prior to May 31, 1970, the date this 
study is terminated, it is assumed these units will continue to 
improve on the PPB System in cooperation with the local school 
districts within their jurisdiction. However, if the 
intermediate units are not formed prior to the conclusion of the 
study, it is assumed that interested county offices and local 
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school districts will continue to improve on the PPB System 
developed in the study. 

The PPB System developed in the study provides a planning- 
programming-budgeting procedure for local school districts and 
county offices or intermediate units. It does not provide a 
similar procedure for the Department of Public Instruction. The 
Department of Public Instruction can, if it desires, develop such 
procedure; however, it is hoped that the PPB System developed by 
Department of Public Instruction will be compatable with the one 
developed in the study. Long range improvement of the PPB System 
will not only depend on the support of local school districts and 
county offices or intermediate units, but also on technical 
support provided by the Department of Public Instruction and 
other public and private agencies. 



££timated_ Cost of the Budget 




19 67 through May 31 ,,19 6 8 



$ 290 , 51*. 42 
$ 30 , 900.00 

$ 259 , 910.42 



Total Cost 

Total non-fed eral support 
(Salaries only) 

Total federal support under Title 
P.L. 89-10 

Total federal support other than 
III, P.L. 89-10 



III, 



Title 
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CHAPTER III 



PROJECTED ACTIVITIES 
Goals of the Study 

In Pennsylvania, local school districts have the major 
responsibility for the provision of public education through the 
twelfth grade for children residing within their boundaries. 
Local districts derive their authority from the State, which 
exercises general regulatory power and provides financial support 
in varying amounts depending on the characteristics of the local 
districts . 

At the present time, county superintendent of schools 
offices exist in each of the sixty-seven counties of 
Pennsylvania. These county offices are now in a state of 
transition. Originally formed when there were far greater 
numbers of local school districts, many of them quite small, 
these county offices once served primarily to assist the State 
Department of Public Instruction in obtaining compliance with its 
administrative regulations on the part of local districts. In 
recent years there has been a distinct trend by county offices 
toward provision of vital support services to local school 
districts. The importance of a unit c_pable of augmenting the 
educational capabilities of local districts has been recognized, 
as mentioned in Chapter II, by the Department of Public 
Instruction in its proposed plan for intermediate units. In the 



plan, intermediate units would be formed for one or more counties 
with explicit responsibility for providing supporting services to 
local school districts. The intermediate unit plan would 
endeavor to extend to all local districts in the Commonwealth the 
types of services now provided by some of the more progressive 
county offices. 

The proposed intermediate unit plan would not alter the 
basic responsibility of local school districts for providing 
public education within their districts. It would provide a unit 
capable of augmenting the capabilities of local districts by 
providing services which it would not be feasible for each local 
district to supply for itself. Thus, intermediate units would 
share with local districts the responsibility for achieving 
educational objectives common to local districts within the area 
served by the intermediate unit. While both local districts and 
intermediate units would be subject to regulation by the State, 
the primary responsibility of the intermediate unit would be to 
the local school districts which it would serve. 

The application of PPB System concepts in this study will 
take into account this inseparable relationship of intermediate 
units and local districts to the single constituency of students 
which they jointly serve. 

Through the development of a PPB System, this study is 
designed to achieve two goals: 

1. The primary goal is concerned with improving the 
quality of the capabilities of the intermediate unit 
to effectively accomplish its planning and 
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administrative responsibilities. It is equally 
intended to strengthen the quality and the quantity of 
the services the intermediate unit provides to the 
Jocal school districts. 

2. The secondary goal is designed to assist the local 
school districts in Bucks, Cameron, Elk, McKean and 
Potter Counties to more effectively accomplish their 
own planning and administrative responsibilities, and 
to increase the value of their own services to their 
own pupils through a more efficient utilization of 
their own existing resources. 

The development and use of the PPB System involves the 
county boards of school directors, county superintendents, county 
staffs and local school district chief school administrators. 
This group reflects the interests of the local school district by 
assuring that the PPB System will provide an intermediate unit 
service structure to accomodate the continually growing needs of 
the local school districts. 

Characteristics of the 
PPB System 

PPB System concepts provide a framework for relating 
administrative activities in a systematic way that will help 
public school administrators clarify objectives and make better 
decisions on the allocation of resources among different ways of 
obtaining objectives. The PPB System approach has several 



distinctive characteristics which are discussed in the following 
sub-sections. 

Objectives and Programs 

The PPB System focuses on identifying the major objectives 
of the school district and intermediate unit and determining ways 
of measuring or estimating progress toward these objectives. All 
activities of the organization, regardless of their placement in 
the organization, are then related to these broad objectives. A 
set of activities which contributes toward the achievement of an 
objective is designated a program or sub-program. Both 

objectives and programs may be thought of as hierarchies 
proceeding from the most general to the most specific. The 
degree to which these hierarchies of objectives and programs are 
defined depends mainly on the size of the organization., i.e., 
very large organizations require much more detailed specification 
of objectives and programs than very small organizations. 

Future Implications 

The PPB System approach explicitly considers the 
implications in future years of action which is planned today. 
This requires forecasts of future demands on the organization, 
future resources available and the capability of current plans 
and programs to meet the objectives of the organization in terms 
of the forseeable conditions of the future. Plans are revised or 



now plans originated as necessary to overcome perceived obstacles 
and to achieve changing objectives. 

liulti-Year Programs and Financial Plans 

Programming is an essential part of the PPB System 
approach. Long range plans are broken down into specific groups 
of activities or programs to be accomplished during each of the 
next five years. Both capital and operating costs are shown in 
each year for each program. The five-year program includes the 
financial plan for providing revenues and other resources needed 
to accomplish the activities included in the program. The first 
year of the five-year program and financial plan becomes the 
basis for the detailed budget which implements the first year of 
the five-year program. 

Analysis of Program Alternatives 

The PPB System approach provides the framework for 
analyzing the relative merits of alternative activities for 
achieving program and sub-program objectives. First setting out 
measurable objectives for each major program, the administrator 
and his staff are then able to assess the degree to which 
different alternative activities would meet these objectives. By 
estimating the total costs of each course of action in comparison 
with the results that would be achieved by each course of action, 
the administrator is aided in choosing the alternative to 
implement, with increased understanding of the effects of his 



action not only in the present but over the five years of the 
multi-year program and financial plan. 

Annual Revision 



The process of planning, programming and budgeting is 
repeated annually in the PPB System so that planned action is 
reguj -irly revised in light of actual experience in carrying out 
the first year of the multi-year program. Thus the PPB System 
approach provides a systematic way of helping the school district 
and intermediate unit keep their plans and actions up to date. 

It should be noted that the PPB System approach is not a 
"total management system." The PPB System does not deal with 
problems of budget implementation, efficiency of operating units, 
manpower selection, cost control of operations, cost accounting 
or performance measurement and reporting. Functions such as 
these are complimentary to the PPB System approach but are not 
directly a part of it. It is also worth noting that the PPB 
System approach is not a mechanical system for replacing policy 
leadership and administrative judgment, but rather provides an 
improved process through which policy leaders and administrators 
can increase their effectiveness in meeting their objectives with 
limited recources. 



General Design Considerations 



As noted earlier, local school districts have full 
responsibility for the conduct of public education through the 
® elfth grade within tneir respective attendance areas. 



The existing county offices and the proposed intermediate units 
are responsible for providing services to augment the capability 
of local districts to achieve their educational objectives. The 
State Department of Public Instruction exercises, for the 
Commonwealth, the ultimate authority for all public education in 
Pennsylvania and establishes regulations governing the local 
districts, county offices and proposed intermediate units. In 
addition, the Department of Public Instruction retains 
responsibility for providing certain services to support local 
school districts. 

Because of the above mentioned circumstances, the preferred 
concept for applying the PPB System approach in this study is an 
Integrated three-component system: the first cycle of planning, 

programming and budgeting will be conducted by the local 
district; the second cycle will be conducted by the county office 
or intermediate unit; and the third cycle will be conducted at 
the Department of Public Instruction level. Feedback would take 
place among the three components of the overall sytem. However, 
as a practical matter, the goals of the study and the high degree 
of interdependence between local districts and counties mandates 
that a two component PPB System be developed for use by these 
organizations. The development of the PPB System component for 
the Department of Public Instruction should be pursued separately 
from this study. 

Therefore, the general design concept to be pursued in this 

study will be that of a PPB System to serve both local districts 
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and county offices or intermediate units. This system will be 
designed so that the first cycle of planning, programming and 
budgeting is conducted by the local districts and the second 
cycle is conducted by the county offices or intermediate units. 
The results of the local districts efforts will be an "input" to 
the county office or intermediate unit cycle. After the first 
year of operation, an existing five-year program for the 
intermediate unit and for the local districts will be available 
to each at the beginning of the planning, programming and 
budgeting cycles. This approach will permit county offices or 
intermediate units to focus their efforts with maximum 
effectiveness on those needs of greatest concern to local 
districts within their boundaries. 

The PPB System design must be sufficiently flexible to 
serve all types of local districts and county offices in the five 
counties participating in the study. The result is expected to 
be a general system design applicable throughout Pennsylvania. 

It is assumed that technical manpower will continue to be 
in short supply for the foreseeable future and therefore, certain 
technical functions such as forecasting and advanced analytical 
capabilities will be provided by county offices or intermediate 
units for some or all of the local districts which they serve. 

In order to allow for completion of the pilot operation of 
the study, it is assumed that at least one county office and one 
local school district in that county will cooperate and 
participate in the development, pilot testing and implementation 

of the PPB System during Phases II and III. If experience gained 
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through this initial implementation suggests that local districts 
are unlikely to uniformly implement the PPB System, modifications 
in the county office or intermediate unit component will be made 
during Phase IV of the study to facilitate use without complete 
inputs from local school districts. 

Requirements of Local School Districts 
and Intermed iate Units 

Local school districts are now required to prepare ten-year 
comprehensive plans which must be revised every two years. In 
addition, of course, they prepare annual budgets. Therefore, the 
local district component of the PPB System will provide for a 
means of translating long range plans to five-year capital and 
operating programs and from five-year programs to annual budgets. 
In addition, emphasis will be placed on increasing the accuracy 
and value to local districts of the overall planning process 
within the framework of the State requirements. 

Intermediate units, to the extent to which they are 
represented by existing county offices, now prepare annual 
budgets. The emphasis in the intermediate unit component of the 
PPB System will be on providing a means of preparing five-year 
plans and programs related to local district needs as indicated 
by local district plans and programs and on providing a 
transition from the five-year programs to the annual budget. 
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Resources and Limitations 



Resources available during the first, second, third and 
fourth phases are primarily restricted to those provided in the 
current study, including cooperation from participating school 
districts, county offices, educational institutions and agencies. 
A training program will be developed by the study staff for use 
by interested school districts and county offices or intermediate 
units who may wish to institute the PPE System. Local school 
districts and intermediate units who choose to use the PPB System 
following the conclusion of the study must rely on the available 
resources within their own organizations. It is considered 
likely that some added capability in the form of technical 
support will be provided at the intermediate unit level when 
intermediate units are placed in operation. 

The principal limitations during the design phases for the 
PPB System are determined by the time schedule and funding 
provided in this study. During operation, the most significant 
limitation is expected to be the willingness of local school 
districts and county offices or the succeeding intermediate units 
to employ the PPB System. 

Major Elements of the PPB System 

At this stage of preliminary design, tentative 
identification has been made of major functional elements of the 
PPB System. These elements apply to the general PPB System 
design for both the local school district component and the 



county office or intermediate unit component. The detailed 
design and functioning of each element will vary somewhat for the 
local school district as compared with the intermediate unit. 
These differences will be clarified in the system design which 
will be completed prior to the end of Phase I of the study. 

The system design will focus on the functions, 

relationships and development of the following major PPB System 
elements : 

1. Input forecasts of students and revenues, 

2 . Program structure , 

3. Indicators of major controllable variables, 

4. Operational forecasts of program implementation, 

5. Multi-year plans, 

6 . Multi-year programs and 

7. Budgets. 

For discussion purposes and to facilitate design activities 
these major elements are discussed in the following sub-sections. 

Input Forecasts 

Given current laws and policies under which a school 
district is operating, forecasts of expected student enrollment 
by grade and of expected revenue by major source represent 
extremely important factors affecting each planning-programming- 
budgeting cycle. These forecasts of student and revenue input to 
the school district must be made for each year of the PPB System 
period, which is considered to be five years for the purpose of 



system design. While all school districts make some formal or 
informal projections at present, the two-cycle P?b System 
procedure requires regular, comparable forecasts covering the 
same factors and the same five-year period for each school 
district. It is expected that standard forecasting methods for- 
student enrollment and revenues will be developed as part of this 
project. The methods are likely to include statistical 
procedures and judgmental estimates by school administrators in 
arriving at forecasts. An example of a judgment estimate would 
be a calculation of special revenues contingent on state or 
federal funding of a proposed program. 

Program Structure 

The way in which activities are grouped into broad program 
categories is of considerable importance in systematic planning 
and programming. The general program structure which will be 
developed as part of the PPB System must take into account common 
activities of school districts as well as allow for differing 
activities among school districts. Program structures do not 
attempt to duplicate organizational structure or accounting and 
budgeting classifications, but are specifically related to the 
purposes of the school district and the activities which are 
conducted in achieving those purposes. 
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Based on preliminary analysis, it is expected that a common 
program structure will be developed for use by all school 
districts, but it is also expected that experience during the 
second and third phases of the study will result in some 
modifications of the initial structure. Changing requirements 
over the years may result in further modifications. The program 
structure should be kept current to be compatible with changing 
objectives. 

Indicators 

One of the most difficult elements to design in any PPB 
System is that element which provides measures of effectiveness 
in relation to objectives. Theoretically, the ideal would be to 
find a single measure of the output of the system and to relate 
all activities to the final measure of effectiveness. In the 
case of education and other complex public programs, there is 
reason to question the validity of this ideal. However, as a 
practical matter, there is no known way to produce a single, 
valid measure of educational output. Under these circumstances, 
the more worthwhile approach is to identify indicators of major 
variables subject to control of the school district which, when 
interpreted by experienced administrators and policy officials, 
indicate possible needed action. Examples of such indicators now 
in use by school administrators include variations of 
pupil/teacher ratios, pupil/classroom ratios and grade 
achievement scores. 

Indicators, not necessarily those mentioned above, will be 
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identified or developed for each major program area included in 
the PPB System program structure. These indicators will serve as 
general reference points for estimating the present and future 
implications of present or planned programs. They are also 
expected to be of value in terms of setting general objectives by 
allowing school districts to designate desirable levels which 
they wish to achieve for each indicator. It is highly likely 
that school districts will also set more specific objectives for 
each important program or sub-program to facilitate their 
evaluation of alternative activities. 

Operational Forecasts 

Forecasting the financial and operational (staffing, 
facilities, equipment, etc.) implications of continuing and 
planned programs is an essential part of the PPB System approach. 
Operational forecasts provide a means of testing the practicality 
of tentative decisions and allow estimates to be made of the 
effect on indicators of plans, in the light of input forecasts of 
probable enrollments and revenues. As with input forecasting 
methods, operational forecasting methods to be developed as part 
of this project are expected to include both judgmental estimates 
by school administrators and statistical procedures. 

Multi-Year Plans 



General five-year plans, setting out policy guidelines and 
broad objectives, along with major action to meet the objectives, 
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provide the overall picture of where the school district expects 
to be in the future and how it intends to get there. These plans 
include all major programs and sub-programs and take into account 
input forecasts, operational forecasts and estimates of 
indicators in the future. Because these plans represent major 
policy decisions, they do not include details of operations or 
finances, but focus on major results to be achieved and on major 
program changes, including changes in capital facilities as well 
as operations. 

Hu It i -Year Programs 



Five-year programs outline the means of implementing the 
five-year policy plans. The five-year programs show the broad 
allocation of resources among major programs and sub-programs in 
each of the five years and identify results to be achieved in 
each year. Action to be taken in each year is also outlined for 
each major program and sub-program area, so that the fiveyear 
program shows a financially and operationally feasible series of 
steps needed to carry out the policy plans. Relationships 
between capital facilities and operations, such as, staffing and 
maintenance requirements for new facilities, are made clear in 
the five-year program as are changes in fixed costs, such as, 
debt service and price-indexes. The first year of the five-year 
program becomes the basis for preparation of the annual budget, 
which can be prepared with confidence that budgeted activities 
will contribute to accomplishment of policy plans and objectives 



and will be compatible with the steps to be taken in following 
years . 

Budgets 

The annual budget accomplishes implementation of the first 
year of the five-year program. The approved budget provides 
specific authority to take action and expend resources, while the 
five-year plan and program represent policy guidelines and do not 
give specific authorization. The format of the annual budget is 
not of direct importance to the PPB System. The annual budget 
may be either a line item budget or a program budget; however, it 
will be necessary to relate the particular type of budget in use 
to the first year of the five-year program. It is not intended 
to develop a special budget format as part of the study. 

Each of the foregoing major PPB System elements will be 
further defined and analyzed prior to completion of the general 
design. Emphasis will be given to the overall process and the 
relationships among the components, both for local districts and 
for county offices or intermediate units. 
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Project Outputs 



While considering the major aspects of the PPB System 
design, it is necessary to keep in mind the means through which 
the system will be communicated to school districts and 
implemented by those which choose to adept the system. The 
outputs of the project will be oriented primarily toward the 
impelmentation requirements of county or intermediate unit and 
local school districts participating in the study, and 
secondarily toward other school districts in Pennsylvania and 
other states. Project outputs include the following: 

1. General reports describing the overall design and 
operation of the PPB System, including the functioning 
of major components and elements and the relationships 
among them; 

2. Manuals and instructions for use by local school 
districts and counties or intermediate units in 
operating the PPB System, including procedures, forms 
and computer programs as appropriate; 

3. Training programs for school administrators in the 
participating counties and local districts to 
facilitate implementation and operation of the PPB 
System, including orientation for school board members 
and technical training for staff personnel where 
required; 
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Advice and assistance by project staff to school 
district personnel during initial implementation of 
the PPB System; 

5. An evaluation by project staff and participants of the 
utility of the PPB System for use by local school 
districts and intermediate units, including conditions 
required for effective utilization of the system, and; 

6. Recommendations by project staff for further research 
and development, if any, related to PPB Systems for 
local school districts, intermediate units and, if 
appropriate, the Commonwealth of Pennsylvania, 
Department of Public Instruction. 

Work Program, Fiscal Years 1968-69 and 1969-70 



Introduction 



The work program for the remaining two years of the project 
has been revised in view of the results obtained during the first 
year of the project. Consideration has been given to the 
capabilities and requirements of the participating agencies and 
institutions in regard to their project responsibilities. While 
specific aspects of organization and scheduling of the work 
program have been modified from the initial work program, the 
general structure and components remain essentially as originally 
planned. As during the first year of the project, the work 
program will undergo continuing monitoring, revision and detailed 
development as the project progresses. 
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Phasing of the Work Program 



The "Work Program Event Network" shows the major activities 
included in each of the three remaining phases of the project. 
Phase II, which is planned for completion by the end of November, 
1968, is concerned with development and testing of the initial 
operating PPB System. Phase III, planned for completion by the 
end of March, 1969, is devoted to implementation of the PPB 
System by pilot local school districts and counties or 
intermediate units. Phase IV, which extends to the conclusion of 
the project in May of 1970, emphasizes system revision and 
assistance to participating school districts in implementation of 
the PPB System, as well as pilot operation of the simulation 
model. Additional information about outputs and activities for 
each of these phases is given below. 

Phase II 



Outputs to be produced during Phase II include the 
following: 

1. The initial general design report explaining the 
overall functioning of the PPB System; 

2. Initial drafts of instructions and forms for operation 

of the PPB System, including program classification, 
indicators, enrollment and revenue forecasts and 



analytical techniques 



3. General training activities for all project 
participants and specialized training for personnel of 
pilot districts; 

4. Assistance to participating districts in long range 
development planning, electronic data processing 
planning, and to pilot districts in testing of the PPB 
System and; 

5. Evaluation of Phase II progress. 

Major activities scheduled for Phase II include the 
following: 

Phase II April 1 - November 30, 1968 

1, Conduct Phase II Information Program 

2, Plan Phase III Information Program 

3, Assist School Districts in Long Range Development 
Planning 

4, Assist School Districts in Analysis and Planning for 
EDP Implementation 

5, Develop Initial Student Enrollment Forecasting Methods 

6, Develop Initiax Revenue Forecasting Methods 

7, Develop Initial Indicators 

8, Prepare PPB System Design Report 

9, Select Pilot School Districts 

10, Develop Initial Procedures 

11, Develop Initial Analytical Techniques 
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12. Modify Initial Simulation Model 

13. Plan Staff Application of PPB System 

14. Collect Data in Pilot Districts 

15. Staff Application of PPB System Usxng Pilot Districts 
Data 

16. Revise Procedures and Instructions 

17 . Plan Test of PPB System by Pilot Districts 

18. Implement Test of PPB System by Pilot Districts 

19. Test Initial Simulation Model 

20. Design Advanced Simulation Model 

21. Conduct Phase II Training Program 

22. Plan Training Program for Pilot District Personnnel 

23. Continue Phase II Training Program 

24. Conduct Training Program for Pilot District Personnel 

25. Plan Phase III Training Program 

26. Monitor Progress and Evaluate Phase II 

27. Conduct Phase II Administration 

III 

Outputs to be produced during Phase III include: 

1. A revised general design report incorporating 
revisions based on pilot test results; 

2. Revised instructions and forms for operation of the 
PPB System during pilot implementation; 

General training activities for all project 
participants; 



3 



4 



Assistance to pilot districts in implementation of the 
PPB System and continuation of assistance in long 
range planning and electronic data processing and; 

5. Evaluation of Phase III progress. 

Major activities scheduled for Phase III include: 

Phase III - December 1, 1968 - March 31, 1969 

28. Conduct Phase III Information Program 

29. Plan Phase IV Information Program 

30. Continue Planning Assistance 

31. Assistance in Development of Initial EDP Applications 

32. Revise Procedures and Instructions 

33. Plan Implementation by Pilot Districts 

34. Implement PPB System in Pilot Districts 

35. Develop Advance Simualtion Model 

36. Conduct Phase III Training Program 

37. Monitor Progress and Evaluate Phase III 

38. Conduct Phase III Administration 

Phase IV 

Outputs to be produced during Phase IV include: 

1. The final general design report incorporating 
revisions based on operating results and including the 
results of pilot implementation of the simulation 
model; 
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Revised instructions, forms and computer programs as 
appropriate, and manuals required for operation of the 
PPB System; 

3. Training programs for school administrators in the 

participating counties and local districts to 

facilitate implementation and operation of the PPB 
System, including orientation fer school board members 
and technical training for staff personnel where 
required; 

4. Assistance to school district personnel during initial 

implementation of the PPB System, assistance to 

counties or intermediate units in developing a 
continuing long range planning program, and assistance 
to participating districts in implementation of 

initial electronic data processing applications; 

5. Evaluation of the utility of the PPB System for use by 

local school districts and intermediate units, 

including conditions required for effective 
utilization of the system and including evaluation of 
the utility of computer-based simulation models in PPB 
Systems and; 

6. Recommendations by project staff for further research 
and development, if any, related to PPB Systems for 
local school districts, intermediate units and, if 
appropriate, the Commonwealth of Pennsylvania 
Department of Public Instruction. 

Major activities scheduled for Phase IV include: 
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Phase IV - April 1, 1969 - Ilay 30, 197 0 



39. Conduct Phase IV Information Program 

40. Assist in Developing and Implementing Continuing Long 
Range Planning for Project Participants 

41. Assist in EDP Implementation for Project Participants 

42. Review and Revise Student Enrollment Forecasting 
Methods 

43. Review and Revise Revenue Forecasting Methods 

44. Review and Revise Indicators 

45. Plan for General Implementation Assistance 

46. Review and Revise Procedures 

47. Review and Revise Analytical Techniques 

48. Revise Instructions 

49. Assist in PPB System Implementation by Project 

Participants 

50. Test and Modify Advanced Simulation Model 

51. Pilot Implementation of Simulation Model 

52. Plan Implementation Training Program 

53. Conduct Implementation Training Program 

54. Monitor Progress and Evaluate Phase IV 

55. Conduct Phase IV Administration 

56. Prepare Final Report 

Evaluation Procedure 

Evaluation for the Intermediate Unit Planning Study 
consists of three elements: 



1. Management control evaluation, the purpose of which is 
to provide information for making decisions. 

2. External evaluation, a process to provide periodic 
feedback for continuous refinement of plans and 
procedures. 

3. Field evaluation, a product evaluation needed for 
determining the effectiveness of the project. 

Management Control 

The management control evaluation is built into the work 
program. It is an inherent part of the procedure for 
accomplishing the work objectives, utilizing the resources and 
meeting program goals. 

The detailed work program for each phase of the project is 
undergoing continuing monitoring, revision and detailed 

development as the project progresses. This procedure is used to 
assess the human and material resources, determine available 
strategies for meeting program goals and the identification of 
procedural designs delineated in terms of resource, time and 
budget requirements. 

Each task of the work program is listed. A description of 
the task is given in the form of a narrative statement including 
the scope and limitations, objectives, assignment of 
responsibility and completion date. 

The procedure for accomplishing each task includes a 

ERIC 
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summary description, event network (when necessary), resources 
required (men, material, etc.), educational data processing 
equipment, travel expenses and the consultants that arc an 
integral part in the task development . 

Written reports were submitted upon the completion of each 
task. These reports included a historical statement of the 
activities leading to the task’s accomplishment and a description 
of the end product result.. 

The evaluation of each task, based upon the written report, 
was concerned with the satisfaction of objectives set forth in 
the task description. An assessment of the weaknesses and 
strengths in the approach to the task and its relationship to the 



overall project goals 


was also 


an 


integral 


part of 


the 


appraisal . 












The evaluation 


attempted 


to 


focus 


attention 


on 


theoretically important 


variates. 


and 


yet remain alert to 


any 



unanticipated, but significant events, in order to provide 
project decision-makers information needed for anticipating and 
overcoming procedural difficulties. 

John Parker, Study Director for the research group and C. 
E. Brewin, Study Coordinator assumed responsibility for the 
management control evaluation. 

External Evaluation 

The external evaluation was concerned with a thorough 
analysis of the results of the project activities, based on 
established criteria. 
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The objective of the external or process evaluation was to 

detect or predict defects in the design or its implication. The 

overall strategy was to identify, on a continuous basis, the 

potential sources of failure in the project, assess their 
relevance to program objectives, their potential procedural 
barriers and the consequences of not overcoming these procedural 

impediments . 

The method was to define and measure criteria associated 
with the objectives of each activity and to make rational 
analysis and interpretations of the outcomes of the recorded 
context . 

The external evaluation was conducted by an evaluation team 
consisting of independent, unbiased technical and professional 
experts in the field of educcitional administration, general 
education, educational research and management sciences. The 
team was established and directed by the Steering Committee. The 
evaluation team had complete freedom to examine and assess all 
aspects of the study and met on a regularly planned basis. 

The evaluation team consisted of the following four 
persons: 

Dr. James Becker, Executive Director 
Research for Better Schools, Inc. 

Dr. Joseph Froomkin, Director of Program Planning and 
Evaluation in the U. S. Office of Education 

Dr. Leon Ovsiew, Assistant Dean of the College of 

Education 

Temple University 
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Dr. Albert Neiman, Coordinator of Research 
Bucks County Public Schools 

Dr. Neiman will serve as executive secretary for the 
evaluation team. 

On January 22, 23 and 24, an evaluation team representing 
the Pennsylvania Department of Public Instruction examined the 
procedures and progress of the ’'Exploring New Horizons For In- 
Service and Student Programs" project. The "Intermediate Unit 
Planning Study" is one division of this three-part project. 

The Department of Public Instruction team consisted of the 
following members: Dr. Clifford Burket, Dr. Kenneth Stuck, Mr. 
John Binney, Mr. Paul Beals and Mr. Kenneth Rounds. Dr. Burket 
served as chairman for the team. 

Because of the magnitude and complexity of the "Exploring 
New Horizons For In-Service Training and Student Residency 
Programs" project, it was evaluated as three individual projects. 
Dr. Burket and Mr. Binney assumed the responsibility for the 
evaluation of the Intermediate Unit Planning Study. 

They made the following commendation in their report to the 
Department of Public Instruction. 

We commend the various school agencies for their foresight, 
planning and particularly for their discernment of the obvious 
need to implement a program of this nature and magnitude. With 
the involvement of the Management Science Center, Fels Institute 
of Local and State Government and the School of Education at 
Pennsylvania University it appears that significant contributions 
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are possible which will probably go beyond our current 
understanding of the nature and scope of an effective and 
efficient Planning- Programming- Budgeting System. 

It is also worthy of note that the Area 9 counties are 
involved in the project. This is a geographic area which needs 
assistance in realizing its potential and this project must have 
a strong commitment to these counties. 

A third commendation is directed toward the extensive 
recordkeeping system which is being done. The collating of the 
massive amounts of materials is essential to assist in 
evaluations, both local and DPI. The wealth of information which 
is readily available and exceptionally well organized was of 
unmeasurable assistance during our evaluation. This organization 
of materials must be continued to insure continuity to the 
program as it progresses beyond Phase I. The material is 
necessary since the possibility always exists, in all projects, 
of personnel changes during a three-year period. 

We would further commend the project staff in their 
constant attempts to evaluate. This is particularly true in the 
feedback loops which have been established in the management 
area. This is essential in an undertaking which involved such a 
diverse group, each working on various segments of the total 
project. 

Field Evaluation 



The third element, field evaluation, will be undertaken at 



the termination of the study and will be primarily concerned with 
how effectively the management system, developed during the 
study, functions in real world settings. This evaluation will 
concern itself with such items as: (1) what management 
techniques or methods exist in the real world that could improve 
the management system developed in the study; (2) whether the 
design of the PPB System can be utilized and implemented by the 
Intermediate Units in Pennsylvania; (3) an examination of the 
appropriateness and relevancy of a system presently in actual 
operation with a PPB simulation model and the opinion and 
decisions of a panel of educational management and management 
science experts on a set of pre-determined questions and 
management problems. 

Procedure for conducting field evaluation will be 
established in Phase II. 
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CHAPTER XV 
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INTERMEDIATE UNIT PLANNING STUDY 
Expenditures Account No. 100 - Administration (cont*_d) 
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has been established among counties 
and local school districts Involved 
in the study and Bucks County 
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50% of Hot Monthly Rental $4.584.00 



HATE unit planning study 
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(4) Unabfltrusive Measures; Non-Reactive Research in Sciences 

(5) Statistics - A New Approach 

(6) TOTAL -50 $10.00 avg. $ 50.00 
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'IATE UNIT PLANNING STUD? 
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Insurance 1. Workmen ' s Compensation 

a. Study Manager $17,000.00 

b. Coordinator of Local School 16,000.00 
District Planning Activities 
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INTERMEDIA IE UNIT PLANNING STUDY 
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APPENDIX A 




A-l 



JKP »/•/*•" 
ReV: 9/11/67 



Education Intermediate Unit Study 
Phase I Work Program 



(Refer to Phase I Work Program Network) 



1. - 1.2 Task: Phase I Administration 

Purpose: Provide necessary administrative support for 

Wiase I activities. 

Description: Organize and carry out accounting, 

reporting , planning, coordinating, and clerical 
operations * 

Responsibilities : Ed Brewin assume general 

responsibilities of grant administration, John 
Parker coordinate University related 

administration, other participants* 

responsibilities in accordance with * project 
proposal and work program. 

Completion Date: Continues through Phase I, with 

completion on March 29, 1968. 



2. Task: Phase I Work Program 

Purpose : Provide means of controlling the 

accomplishment of Phase 1 Tasks. 

Description: Define tasks required to be 

accomplished in Phase I, allocate resources, 
assign responsibilities, set completion dates, 
monitor acco .plishment, and revise as necessary 
to assure successful completion. 

Responsibilities: John Parker carry out with 

assistance of Ed Brewin. 




- 1 - 



Phase 1 Work Program 
Intermediate Unit Planning Project 



Completion Date : August 15, 1967 v%ith subreiuem 

revision as required. 



3. - 3.2 Task: Project Evaluation 

Purpose: Provide internal and external projec; 

evaluation. 

Description: Determine evaluation criteria, plan anc 

procedures , arrange for evaluation team. 

Responsibilities: Ed Brewin prepare proposal a:.g 

arrange with Department of Public Ins traction. 

Completion Date : Proposal to Steering Committee by 

August 31, 1967; program established by October 

1, 1967; Phase I evaluation on or about March 29, 
1968. 



4. - 4.1 Tasks: Participant Training Programs 

Purpose : Increase the ability of Area 9 and Bucks 

County educators to contribute to development and 
effective utilization of the PPBS. 

Description: Plan and conduct a training program for 

Area 9 and Bucks County educators participating 
in the project (and other selected educators) , 
stressing specialized concepts and knowledge 
essential to the project, and including major 
interim findings resulting from the project. 
Regularly scheduled Directors* and 

Superintendents* meetings (Task 5. - 5.3) are one 
potential vehicle for elements of the program. 

Responsibilities : Bill Castetter plan and arrange 

program to be conducted with the assistance of Ed 
Brewin, John Parker and Roger Sisson. 

Completion Date: Preliminary proposal to Steering 

Committee as soon as practical, final program by 
September 10, 1967 for conduct of initial session 
late October 1967. Completion of Phase 1 program 
by March 29, 1968. 
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Phase I Work Program 
Intermediate Unit Planning Project 



5. - 5.3 Taskt Meeting of School Directors and 

Superintendents 

Purpose: Obtain policy guidance at regular intervals. 

Description: Plan, arrange and conduct periodic 

meetings of Area $ and Bucks County 
superintendents, school directors, and local 
district superintendents > Agenda items to 
include progress summaries, project' policy 
questions as appropriate, and selected elements 
of participant training (Task 4. - 4.1). 

Responsibilities : Ed Brewin and staff. 

Completion Pate: General plan by September 15, 

19 © 7 . 



6. - 6.1 Task t Information and Education Plan 

Purpose : To communicate interim and final results o' 

the project to the educational community within 
and outside of the Commonwealth of Pennsylvania. 

Description t Plan the information and education 

program (excluding project participants) for the 
entire term of the project, and conduct Phase I 
components of the program. 

Responsibilities : Ed Brewin (Bucks Co.) plan and 

conduct" with close cooperation of Jack Davis 
(RBS) , and DPI as appropriate. 

Completion Date: Draft plan to Steering Committee 



7. Task: Survey cf Education Information Systems 

Purpose: Determine formal information systems 

currently available as possible Inputs to the 
PPBS . 
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Phase I Work Program 
Intermediate Unit Planning Project 



Description it Conduct pirolintinixy nurvey, ucrsc; 3 • ■ t i. . - . 

and analysis of present information systems r 
county and local school districts in Area 9 
Bucks County. 

Responsibilities; Dan Giauz (GSC) plan and conduce. 
witH assistance of Bucks County staff (system; 
analyst) . 

Completion * Codpiece draPt cj x^/1/67'. 



8 • Task: Study o f Decision Input Factors 

Purpose: Identify specific potential activities o\ 

"intermediate units and begin to identify types cC 
decision factors to be incorporated in the PPBS. 

Description: Form small ad hoc committees (five) o: 

Area 9 and Bucks County educators, each wit. ?; 

. expert consultant and Bucks County st, ::f 
assistance, to explore decision input facto;- '5 
related to the five substantive program areas c : 
intermediate unit responsibility as enumerated or 
pps. 4,5 and 6 of "An Intermediate Unit f-.;r 
Pennsylvania", D.P.I., January, 1967. Describe 
five typical action programs for each "arrvicn* 
enumerated and identify input factors 
(information) which would be needed to decide jC* 
or no, how much, when and where, etc. for each of 
the described typical action programs. 

Responsibilities : JSd Brewin plan and conduct. 

Completion Date: Complete draft by 10/15/67. 



9 . Task: Survey of Community Charactorlatics 

Purpose: Identify the ranges of community 

characteristics which will form the PPBS general 
environment in Area 9 and Bucks County through 
1975. 

Description: Using available statistical data, 

describe and analyze the economic, geographic and 
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Phase I Work Program 
Intermediate Unit Planning Project 



demographic (emphasis on k-14 Bchool age- 
population) characteristics of Area 9 and Bucks 
County from 1960 through 1975. 

Responsibilities: Amie Post (GSC) plan and conduct 

with assistance of Bucks County staff (planner) . 

Completion Date: Complete draft by 11/1/67. 



10. Task: Survey of Education System Characteristics 

Purpose: To identify the range of local and county 

icftool district characteristics in Area 9 and 
Bucks County which will constitute the initial 
context of the PPBS. 

Description: Conduct preliminary survey, description 

and analysis of organisation, administration and 
education programs of county and local education 
systems in Area 9 and Bucks County. 

Responsibilities t Dick Heisler (Schl. Ed. ) plan and 
conduct with assistance of Ed Brewin and staff.' 

Completion Date: Preliminary drafts as early as 

practical with complete draft by 11/1/67. 



XI. Task: Survey of Education Performance Measures 

Purpose: Identify measures of education performance 

potentially acceptable for incorporation in the 
PPBS. 

Description: Survey, describe and analyze education 

performance measures in use in Area 9 and Bucks 
County. Explore, describe and analyze advanced 
education performance measures in use, under 
development and advocated in theory elsewhere in 
the U. S. Define preliminary set of performance 
measures for use in project. 

Responsibilities: Roger Sisson (MSC) plan and 

conduct with assistance of Boyd Palmer (GSC) and 
Bucks County Staff. 
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Intermediate Unit Planning Project 



Completion Date; Complete draft by 11/1/67. 



12. Task; Survey of Education Program Taxonomies 

Purpose: Identify education program taxonomies of 

potential utility in the PPBS. 

Description: Survey , describe and analyze education 

program classification structures in Ujse in Area 
9, Bucks County and elsewhere in the U. S. with 
emphasis in the latter case on advanced 
structures under development or advocated in 
theory as advantageous in PPB systems. 

Responsibilities : Chuck Haughey (Mont. Co.) plan and 

conduct with assistance of Bucks County staff. 

Completion Date: Complete draft by 11/15/67. 



13 . Task: Survey of Current Research 

Purpose: To identify and establish continuing 

Communications with current research projects of 
direct significance to design and development of 
the PPBS. 

Description: Review current research projects in the 

U. s. related to this project, with emphasis on 
"I.U. Planning", simulation of education systems, 
PPB systems, education performance measures, cost 
effectiveness techniques, and evaluation of 
education systems. Visit, describe and analyze 
relevance of selected projects. Arrange 
continuing liaison as appropriate. 

Responsibilities: Roger Sisson plan and conduct in 

close cooperation with John Parker (GSC) and Ed 
Brewin (Bucks Co. ) . 

Completion Date: Complete draft by 11/15/67. 



Task: 



14. 



Literature Review 



Phase I Work Program 
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Purpose: Provide bibliographic resources for project. 

Description ; Conduct literature search and prepare 
project bibliography (annotated) including input 
from all project participants. 

Res pons ibilities : Robert Cantine (GSC) plan and 

conduct with assistance of graduate student 
(GSC) . 

Completion Date: Complete draft by 12/1/6 7 with 

maintenance thereafter. 



15. Task i Review of PPBS Applications 

Purpose % Make available relevant experience gained to 
date in the application of PPBS. 

Description : Review applications of PPBS in 

education, and relevant applications in other 
fields. Evaluate selected systems and determine 
elements of consideration in this project. 

Responsibilities t Robert Cantine (GSC) plan and 

Conduct* 

Completion Date: Final draft by 12/15/67. 



16. Task: Review of Cost/Effectiveness Applications 

Purpose: Make available relevant experience gained to 

dace in the application of coat/effectiveness 
techniques . 

Description t Review applications of 

cost/effectiveness analysis in education, and 
relevant applications in other fields. Evaluate 
and determine pertinent techniques for 
consideration in this project. 

Responsibilities : Boyd Palmer (GSC) plan and 

conduct. 
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Completion Date: Final draft by 12/15/67. 



17 # Task: Research Questions and Revised Objectives 

Purpose: Provide basis for revised planning of Phases 

II, III and IV. 

Description: Define specific objectives and related 

major research questions for each, of the 
remaining phases of the project, based on 
evaluation of the results of tasks completed. 

Responsibilities : John Parker (GSC) prepare 

statement of objectives and questions in close 
cooperation with Ed Brewin, Bill Cas tetter and 
Roger Sisson. All participants with Phase I task 
responsibilities prepare lists of proposed 
research questions during conduct of their tasks 
and provide proposed questions to John Parker. 

Completion Date: Complete discussion draft to 

Steering Committee by 12/1/67. 

18. Tasks i Define PPBS Requirements 

Purpose: Define the specifications which must be met 

by an acceptable PPBS design. 

Description: Identify, describe and assess the 

relative significance of design criteria for the 
PPBS, including major system objectives, 
constraints, required and desired capabilities, 
and acceptable modes of operation. 

Responsibilities : John Parker, with assistance of 

all" ff. oF~ Pa. participants and Ed Brew in and 
staff. 

Cosoletion Date: Complete draft by February 1, 

irssr 



19. Task: Define Taxonomy and Maaaurea 
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Purpo3c: Design the program taxonomy and 

effectiveness measurer module of the PPBS. 

Description t Select and refine that program taxonomy 
ancl thoee program measures which most clcsely 
meet the PPBS requiresr.ontn • 

Responsibilities: Boyd Palmar with assistance of 

Roger STaaen, Ed Brswin, and Bill Castetter. 

Completion Dat e: Preliminary design by Pebruary 15 , 

195b, revised design by Pebruary 28. 



20. Task: Define Information System 

Purpose -s Design the information system module of the 

Description t Determine input and output 

requirements , general flows, general file 
descriptions, and general processing methods for 
the information system module of the PPBS, within 
the PPBS requirements. 

Responsibilities i Dan Gians (GSC) with assistance of 
Bucks County staff {system analyst) • 

Completion Data: Preliminary design by Pebruary 15, 

reviced design by February 28. 



21. Task t Define Coai/Effectlreneas Techniques 

Purpose: Determine C/E techniques to be incorporated 

in PPBS. 

Description t Select-.,. rdapt and define those 

“cos fc/a i!f cctiven es s techniques available and 

required to meet the PPBS requirements. 

Responsibilities » Boyd Palmer {GSC) . 

Completion Date: Preliminary definition by Pebruary 

15 , revised definition by Pebruary 28. 
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22 . 



23. 



Taski Define Simulation techniques 

Purpose: Define the simulation techniques that will 

be incorporated in the PP83. 

Description r i\nelv3e the current state of 
educational system simulation capabilities at the 
KSC, 0. of Pa. in terras of the PPBS requirements, 
select and define those techniques proposed for 
incorporation in the PP3S. 

Responsibilities : Roger SisBon and staff (HSC) with 

assistance of John Parker and staff (GSC) • 

Completion Date: Preliminary proposal by February 

15 7 revised proposal by February 28. 



Task: PPBS Design 

Purpose: Define the PPBS proposed for development and 

implementation. 

Description: Determine and describe the overall 

characteristics and functioning of the proposed 
PPBS, including an analysis of the proposed 
system in terms of the requirements established 
in Task 18. 

Responsibilities t John Parker. 

Completion Date: Complete draft by March 8, 1968. 



24. Task: Revised Work Program 



Purpose : Provide plan and schedule for Phase II and 

revision of general plan and schedule for Phases 
III and IV. 

Description: Define tasks, responsibilities , and set 

dates ' for detailed Phase II work program, 
revising subsequent phases as appropriate. 
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Resp onsibilities ; John Parker (GSC) prepare in close 

cooperation with Ed Brewin r Bill Castetter and 
Reger Sisson. 

Completion Date: Complete discussion draft to 

Steering Committee by 1/1/68. 
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Intermediate Unit Planning Study 



JKP: 1/26/68 



Revision to Phase I Work Program 



. . its meeting of January 15 the Steering Committee 

approved a revision to the Phase I Work program. Tasks 17-2M 
inclusive of the work program previously in effect have been 
deleted and replaced by new tasks 17-25 which are described in 
this paper. This revision is based on a general review of 
results obtained to date In the study and a general re-planning 
of Phase I activities. 

Those individuals participating in the study who are 

assigned responsibilities for one or more of the tasks described 
below are requested to prepare an outline plan for the 

accomplishment of the ta:»k and submit it for review and approval 
by the research director (John K. Parker) not later than February 
5, 1968. The outline plan for each task will include an 

identification of major problems expected to be encountered in 
accomplishing the purpose, a discussion of the approach to be 
utilized, a review of the methodology to be employed, 

identification of persons or agencies whose assistance and 
cooperation will be required, a schedule of activities to be 
carried out in performing the task, and estimated costs for 
completing the task. 

Following are the general descriptions of the revised tasks 
required for the completion of Phase I. 

17* Task: Define Major System Components 

Purpose: To describe the major functional characteristics 

of the proposed PPB system in relation to local and 
intermediate unit school districts. 

Description : Based on project results to date, review 

local and intermediate unit school district 
requirements for planning-programming-budgetlng, 

review resources and constraints, identify major 
outputs to be produced by the PPB system proposed, 
define major functional components of the PPB system, 
and analyze principal considerations and the 
development of the proposed PPB system. 

Responsibilities : John Parker accomplish and review 

working paper with Ed Brewin, Bill Castetter and Roger 
Sisson. 



0 



Completion Date ; 



Preliminary draft, by February 5, 1968. 



Task : Plan Revenue Forecast Development 

Purpose: To plan for the development of a method of 
forecasting local and intermediate unit revenues over 
a 10 year period to be operational by September 30* 
1968 for use by local districts and intermediate units 
as inputs to the PPB system. 

Description : Identify required outputs of revenue 

forecasting methods, complete preliminary design for 
producing outputs, identify required inputs, determine 
information availability, prepare a plan and work 
program .for development of the forecasting methods, 
and prepare cost estimates for each activity and for 
each agency to participate in development of the 
methods. Prepare a preliminary plan for implementing 
the methods in local and intermediate unit school 
districts. 

Responsibilities : Dan Glanz accomplish with assistance of 

Boyd Palmer and project staff in Bucks County and Area 
9. 

Completion Date : Report to be submitted to research 

director by March 4, 1968. 



Task: Plan Student Forecast Development 

Purpose* To plan for the development of a method of 
forecasting student enrollment over a 10 year period 
to be operational by September 30, 1968 for use by 
local districts and intermediate units as Inputs to 
the PPB system. 

Description : Identify required outputs of student 

forecasting methods, complete preliminary design for 
producing outputs, identify required inputs, determine 
information availability, prepare a plan and work 
program for development of the forecasting methods, 
and prepare cost estimates for each activity and for 
each agency to participate in development of the 
methods. Prepare a preliminary plan for implementing 
the methods in local and intermediate unit school 
districts. 

Responsibilities : Dan Qlanz accomplish with assistance of 

Boyd Palmer and project staff in Bucks County and Area 
9. 

Completion Date : Report to be submitted to research 

director by March 4, 1968. 



Task: 



Define Program Taxonomy 



Purpose: To provide a generalized program classification 

which may be used in the PPB system to summarize 
program plans for all local districts and intermediate 
units. 

Description: Review Task //12 findings on program 

taxonomies of local districts and define a proposed 
program taxonomy in view of th~ major functional 
requirements of the proposed PPB system. 

Responsibilities: John Parker accomplish with close 

cooperation of Ed Brewin, Bill Castetter* Roger 

Sisson, Chuck Hockey, and other project participants 
and consultants as required. 

Completion Date: Preliminary draft by March 4, 1968 for 

subsequent review with local and county 
superintendents in Bucks County and Area 9. 



Task : Plan Indicator Development 

Purpose: To plan the development of an Initial set of 

indicators representing characteristics of local and 
intermediate unit districts which are estimated to be 
of major importance to local and Intermediate unit 
superintendents in the conduct of long range planning 
and programming. 

Description: Review project findings to date and identify 

potential indicators of significant changes in 

education system characteristics. Define indicator’s 
and design general methodology for measuring and 
forecasting indicators over a 10 year period. Review 
availability of information for required inputs. 
Prepare plan and work program for development of 
initial indicators for testing and use in Phase II of 
the project, including responsibilities and costs of 
participating agencies . 

Responsibilities : Boyd Palmer accomplish with close 

cooperation of Ed Brewin and staff, Roger Sisson, Bill 
Cas tetter and Dick Heisler, and other project 
participants and consultants as required. ' 

Completion Date: Report to research director not later 

than March 4 , 1968 for subsequent review by county and 
local superintendents in Bucks County and Area 9. 



22 . Task : Describe Planning, -Programming-Budgeting Process 

Purpose: To describe and relate the proposed planning- 

programming-budgeting system process and procedures to 
the ongoing operations of local school districts, 
county districts, and proposed intermediate units. 

Description: Outline the present schedule of activities 

of local and county school districts in the 

preparation of plans, programs and budgets. Outline 
the schedule of activities for the proposed planning- 
programming- budge ting system and analyze major 1 changes 
in process and procedure. Relate the proposed PPB 
system process to the present requirements for 

preparation of long range plans and the preparation of 
budgets in local districts. 

Responsibilities : Bob Cantine accomplish with assistance 

of Bucks County project staff and other project 
participants as required. 

Completion Date: Report to research director by March 

l5b87 



23. Task ; Plan Analysis Development 

Purpose: To define and plan for the development of all 

feasible analytical methods required for 
implementation of the proposed PPB system. 

Description : Identify key points in the major functional 

components of the proposed PPB system at which there 
is a priority requirement for development of 
analytical methods. Identify outputs and inputs at 
each of these points, design a proposed methodology 
for performing these analyses, and prepare a plan and 
work program for developing these analytical methods 
during Phase II of the project, including costs to 
participating agencies. 

Responsibilities : Roger Sisson accomplish with close 

cooperation of John Parker and staff, Ed Brewin, Bill 
Castetter and Dick Heisler, and other project 
participants and consultants as required. 

Completion Date : Draft to research director by March 11, 

l$bB. 



o 




24. Task : Complete PPB3 Design 

Purpose: To describe the results of Phase I in terms o/ 

the complete general design of the planning- 
programming-budgeting system recommended for 
development and implementation in the project. 

Description : Describe the overall characteristics and 

functioning of the proposed PPBS system design based 
on the findings of preceeding tasks. Describe system 
outputs in relation to planning-programming and 

budgeting responsibilities of intermediate units of 
local and county school districts. Describe project 
objectives in relation to development of the system 
and responsibilities of local, county and intermediate 
unit districts. 

Responsibilities : John Parker accomplish, with close 

cooperation of all project participants. 

Completion Date: Report to be completed by Jlarch 18, 

W6B. 



25. Task: Develop Phase II Work Program 

Purpose : To provide a revised plan and schedule for 

project activities to be accomplished during Phase II 
of the project, and to revise the general plan and 
schedule for Phases III and IV of the project. 

Description : Define tasks, responsibilities, and set 

dates for detailed Phase II work program, revising 
subsequent phases as appropriate. 

Responsibilities : John Parker prepare with close 

cooperation of Ed Brewin, Bill Castetter and Roger 
Sisson. 

Completion Date : To be completed by April 1, 1968. 
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APPENDIX C 




INTERMEDIATE UNIT PLANNING STUDY 



Progress Report Meeting (1) 
Date: 10 November 1967 

Time: 12:00 to 5:30 P.M. 



Present: 



Area 22 (Bucks County) 


Area 9 (Cameron, Elk, 


McKean and Potter Counties; 


George E. Raab 


Christian Feit 


Harry Bowers 


Sidney Popkin 


Robert Stromherg 


Paul Miller 


C. E. Brewin, Jr. 


Michael Lombard 


Ralph Sweitzer . 


Richard Strayer 


James Klees 


Wayne Durandetta 


Robert Shafer 


Albert Skelton 


John Billman 


Knute Larson 


William Stavisky 


Owen Jenkins 


Mrs. Tinsman 


Merle Bliss 


Clyde Jack 


H. Ronald Huber 


Philip Jones 


Ha -old Heliyer 


Melvin G. Mack 


Philip La Bella 


Michael Herger 


Dorothy Wurst 


Theodore Moths 


Clifford Carts 


Paul Phillips 


Mrs. Sweet 


Clifton Erway 


Frank E. Groff 


William Gallagher 


Russell Hofer' 


Joseph Fink 


Peter Romig 


Arden Davies 


Robert Rosenkrance 


Arvid Baker 


Jarold Oakes 


Robert VanWagner 


John Rowlands 


George Joiner 


Raymond Bemabei 


Richard Luke 


James Manners 


Warren Groff 


Basil Harris 


Robert Beadle 


Rev. C. Frederick Blllmyer 


Clarence Walker 


Gordon Davies 


David Hertz ler 


Mr 8. Bertha Lewis 


James Miller 


Don Mattern 


Mrs. Marie Kolbe 


Lyle Weissenfluh 


Department of Public 


University of 


Area 23 (Montgomery County) 


Instruction 


Pennsylvania 


Charles Jaughey 


Neal Mu smarm o 


John Parker 


Allan Hannan 


Pat Toole 


Bob Cantine 


John Coulson 


Don Carroll 






Ken Bowman 


Research for Better 


Secretaries 




Schools, Inc. 


Kathi Kohler 




Jack Davis 


Anne Brewin 



MINUTE S 

1. Richard. '.E. Strayer, Superintendent of Quaker town Community School District, 
presided over the meeting as chairman. The meeting was opened by Sidney 
Popkin, President of the Bucks County Board of School Directors. Mr. Popkin 
welcomed the chief school administrators from Areas 9, 22 and 23 and other 
guests from the Department of Public Instruction, University of Pennsylvania 
and Research for Better Schools, Inc. Mr. Popkin mentioned the impending 
legislation concerinp, the establishment of the Intermediate Unit in the 
Commonwealth. He further indicated the importance of chis study as it 
relates to the impending development of the intermediate unit., 

‘ Rev. C. Frederick Blltmyer, President of the Pennridge School Board said 

If grace. Luncheon was served at 12:15 P.M. and terminated at 1:15 P.M. 
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3. Dr. Gecrge E. Raab spoke era the problems of developing planning and manage* 
ment systems that have in their primary prupose the improvement of educa- 
tion for each pupil. He further stated that this project should provide 
the basis for more effective regional cooperation in many areas that will 
provide a sounder educational environment for the pupil. Dr; Saab further 
highlighted the problems that are brought about by the Intrusion of the 
federal government into education at the local district level. This in- 
trusion plus the desires of many people throughout the country nay in 

time generate a movement towards bigger and bigger school systems that will 
remove the policy decisions farther and farther from the people. 

4. Pv. Brewin spoke on the basic goals of the study. Dr. Brewln emphasised 
the fact that education is now considered national policy and that for 
good or bad it has become the concern of all thinking people both within 
and outside the public sector of our economy. The very serious problem 
we have to face is to devise methods and techniques that will enable us 
to more effectively marsnall the resources at our disposal do that we can 
'.'maximize 11 their impact on the learning processes for the individual 
pupil. The two major goals to be accomplished in the study are: 

a. The primary goal is concerned with improving the quality pf the 
capabilities of the intermediate unit to effectively accomplish 
its planning and administrative responsibilities. Of equal 
importance, is to strengthen the quality and the quantity of 
the services the intermediate unit provides to the local school 
districts. 

b. The secondary goal is designed to assist the local school dis- 
tricts in Bucks, Cameron, Elk, McKean and Potter Counties to 
more effectively accomplish their own planning and administra- 
tive responsibilities and to increase the value of their own 
services to their own pupils through a more efficient utilisa- 
tion of their own existing resources. 

5. Mr. Strayer Introduced Dr. Neal Musraanno, Acting Assistant Commissioner for 
Programs and Services, Department of Public Instruction; Dr. Jack Davis, 
Research for Better Schools, Inc.; Mr. Christian Felt, Superintendent of 
McKean County; Dr. Allan Harman, Superintendent of Montgomery County, and 
Dr. George E. Raab. Each of these men introduced • the participants from 
their respective agencies or counties. 

Mr. John Parker, Manager, Systems Division Government Studies Center, Pels 
Institute of Local and State Government, University of Pennsylvania, dis- 
cussed the relationship of the intermediate unit planning study to public 
administration and to public and non-public education. Mr. Parker stressed 
that bore and more decisions made in education are having greater impli- 
cations for the future. This fact is now forcing more and more adminis- 
trators and board members to spend more time in planning then hae pre- 
viously been the case in the past. Much of this planning cannot be done 
by local educatipnal agencies but must be done in concert with other 
agencies that have developed a high degree of planning capability. 

Mr. Parker also noted that there has been a marked Interest in the de- 
"Vej.opment of planning-programming-budgeting systems and relevant as- 
pects of cost-bsnefits and cost-effectiveness. Mr. Parker * 
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further pointed out that the study should be beneficial in two ways: 

(1) it will help develop a common language of communication for all 
so that they can act cooperatively in devising ways of maximizing 
resource allocations and (2) it will help in resolving more ef- 
festively the very difficult problem of determining whether or not 
a program should be retained, modified or eliminated. 

7. Mr. Roger Sisson, Associate Professor of Statistics and Operations Re- 
search, Wharton School of Finance, University of Pennsylvania delivered 
a talk on the relationship of the study to management science and to 
education. A copy of his abstract is enclosed for your information. 

8. Dr. Richard S. Heisler, Lecturer, Graduate School of Education, Univer- 
sity of Pennsylvania discussed the relationship of the project to ed- 
ucational administration and to education. A copy of his speech is 
enclosed for your information. 

9. Drs. Albert Skelton and Knute Larson summarized the meeting for the 
participants. Dr. Skelton pointed out that he and many of his colleagues 
feel thejr are gaining a great deal of information and Insight into 
management science and its possible applications in the field of ed- 
ucational administration. 

Dr. Larson felt that the study should provide a basis for developing 
equality of opportunity to reach people in the intermediate unit 
through the devise of developing more affective planning and management 
techniques. 

10. A buffet supper was served to the participants. The meeting was ad- 
journed at 5:30 P.M. 



Respectfully submitted. 




C. E. Brewin, Jr. J 

Assistant County Superintendent 



CEB:ab 



Encs 



Speech delivered by 
Dr. Richard Heisler 
November 10, 1967 



My assignment today Is to develop an overview of the Intermediate Unit 
Planning Study . More specifically, I should like to deal briefly with each 
of the following questions: 

1. What is there of value in ti*e intermediate study for the county 
office? 

2. What is there of value in the intermediate study for the local 
board of education and its executive officer? 

I want to take a few minutes to examine each of these questions. The 
first question, which deals v;ith the role of the county office in this study, 
is an interesting one. For some years now the function of the county super- 
intendent in the state structure for administering public education has been 
under fire. It has been observed, for example, that the office of the 
county superintendent: 

. Has become obsolescent with the virtual completion of the Pennsyl- 
vania School Reorganization Act of 1963 . 

. Should not be expected to continue to petform the housekeeping 
functions which this office has performed for more than a century. 

. Should not be maintained in its present form because of social 
and administrative changes which are relegating it to functions 
which do not contribute in any way to the effectiveness of local 
school districts. 

Because of these and other criticisms the Pennsylvania legislature has 
received a variety of proposals to change the form and function of the office 
of the county superintendent of schools. While the outcome of present leg- 
islative efforts concerning the county office is still in doubt, the inter- 
mediate unit planning study is based upon the assumption that there will be 
some form of middle layer in the administrative cake between the Department 
of Public Instruction and the local district. Another assumption of the study 
is that whatever form of intermediate or regional unit that the legislature 
decides, it will perform vastly different kinds of functions than it has in 
the past. In the future, one of its primary functions will be to assist local 
districts to make wiser decisions about public education at the local level. 
This means that the future function of the intermediate unit will be more 
closely associated with long-term planning for local districts and helping 
to Implement these plans so that the local school district can real its its 
objectives more readily. 

Hence, the intermediate unit is attempting to take a long view of the 
relationship between this office and the local districts with which it is 
associated to the end that better decisions can be made. In short, this 
study is attempting to apply scientific methods to the problems of the in- 
termediate unit so as to provide optimum solutions. And it is because the 
problems of education are related to other aspects of society — such as 
sqjremment, economics, social organisation and human behavior in general that 
ur research team consists of people other than educators. 
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The second question -- what is in this study for the local board and 
the local superintendent is also an interesting one. As all of us know, 
public education is not what it used to be. As a matter of fact, nothing 
seems to be like what it used to be because of our changing society. 

It is precisely because every major change in our society has implica- 
tions for education that local school systems must be constantly adapting their 
purposes, programs, plans, procedures, and personnel to cope with the several 
kinds of revolutions with which we are confronted. A list of outstanding 
social trends in the nation would include the following: 

t 

1. Increased leisure time made possible by technological efficiency. 

(Some people blame our increasing drug addiction and immorality 

on this factor.) 

2. Social lay of Institutions behind material changes (can home, 
school, and church inculcate spiritual values to keep pace with 
material changes?) 

3. Increased necessity for cooperative action (nuclear weapons) 

4. Increased necessity for long-range planning (air pollution) 

5. Increased dependence on social control (government action) 

6. Increased remoteness of social control (isolation between voters 
and representatives) 

7. Increased need for specialization (medicine) 

8. Increased differentiation in providing for individuals 

9. Weakening of traditional controls over human conduct 

10. Increased strains and tensions 

11. American in a position of world leadership 

12. Atomic energy and automation 

It is no secret that these and other social forces have created educational 
problems of serious proportions. Vie have three kinds of revolutions going at 
us--8 technological revolution, a human revolution, and an economic revolution. 
Because of these revolutions and their effects upon society, local school 
systems have new problems and decisions constantly thrust upon them. This is 
one of the by-products, then, which we hope will cone out of the intermediate 
unit study. 

We hope that we can provide some kinds of experiences for directors and 
superintendents which will broaden their perspective and give them new in- 
sights into educational problems and hopefully better solutions to them. 

Boards of education, for example, will need guidance on such questions as 
qjhe following: 
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1. What kind of education will be needed in a society in which it 

is predicted that one-half of the population will have to support 
the other half? 

2. What kind of education will be needed in a society where the 
service functions new exceeds all other types of employment? 

3. To what extent should education attempt to cultivate moral and 
spiritual values? How should the curriculum be changed to help 
youth to choose and order value petterns? 

4. If social change has rendered traditional programs of vocational 
education obsolecent, along what lines should they be reorganised? 

5. What curriculum changes are implied by youth's changing economic, 
community, and family roles? 

6. To what extent should the school assume responsibility for pre- 
paring youth to improve the effectiveness of social institutions? 

7. What are the educational implications of automation? Should the 
school assume responsibility for helping adults to acauire new 
skills and competencies to replace those which have become obso- 
lete as a result of automation? 

8. What are the core values in our social heritage which should form 
the basis for education in civic competence? 

9. What are the educational implications of the trend toward con- 
formity in our society? Is the ideal of free minds for free men 
inconsistent with present realities? 

10. Should schools intensify their efforts to improve international 
under standing? 

11. In an era of increasing specialisation, should the schools attespt 
to develop more specialists? 

To the extent that these and other issues of equal significance can be 
solved satisfactorily depends upon people like yourselves and the decisions 
you make in your local districts concerning them. We hope we can give you 
soma insights in making these decisions. 




Abstract of Speech by 
Roger L. Sisson 
November 10, 1967 

CAN WE MODEL THE EDUCATIONAL PROCESS? 



Operational analysis has not yet made a contribution to the improve- 
ment of the educational process. There are several reasons for this. 
First, relative to the magnitude of the job of teaching our youth, 
financial support for educational research and analysis has been much 
smaller than for other problem areas; e. g., health. 

The second difficulty is in the relationship between operational 
analysis and theory. The more complete the theory, the better the 
system designs resulting from the analysis. For education there is 
no theory. Worse, there are few efforts to develop such theory. It 
must be recognized, however, that the phenomena called learning is very 
complex. 

The lack of theory means that the system design proceeds with mere 
uncertainty. Large "safety factors" must be built in. This means that 
educational systems have to be expensive. 

Large, continuing financial support is required; first, to build 
up present school systems, so that they perform well under existing, 
changing circumstances; and second, to support research that will provide 
theories and models which in turn will lead to more effective school 
designs. 
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INTERMEDIATE UNIT PLANNING STUDY 

BUCKS, CAMERON, ELK, McKEAN, MONTGOMERY, AND POTTER COUNTIES 

(County Superintendents, County School Boards, 
and Local District Superintendents) 

Friday, November 10, 1967 



Time: 12:00 Noon • 5:30 p.m. 

Place: Warrington County Club 
Almshot.se Road & Rt. 611 



12:00 Noon - 1:00 p.m. 
12:15 p.m. 



1:00 p.m. - 1:20 p.m. 



1:20 p.m. > 1:40 p.m. 



1:40 p.m. - 2:10 p.m. 



2:10 p.m. * 2:30 p.m. 

eT 



Lunch 

Introductory Remarks: 

Mr. Sidney Popkln, President 

Board .of School Directors, Bucks County 

The Relationship of the Study to Local and 
Intermediate School Districts: 

Dr. George B. Raab, County Superintendent 
of Schools, Bucks County 

Goals of the Study: 

Dr. C. Edwin Brewin.Jr., Assistant Superlntandant 
of Schools, Bucks County 

Introduction of Participants: 

Mr. Richard B. Strayer, Superlntandant, Quaker- 
town Community School District 

Dr. Neal V. Musmanno 
Asst. Commissioner for Basic Education 
Programs and Services 
Department of Public Instruction 

Dr. Jamas Becker 

Research for Better Schools, Inc. 

Mr. Christian F. Felt 

Cameron, Elk, McKean and Potter Counties 

Dr. George E. Raab 
Bucks County 

Dr. Allen C. Harman 
Montgomery County 

COFFEE BREAK 
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2:30 p.m. - 3:00 p.m. 



3:00 p.m. - 3:30 p.m. 



3:30 p.m. - 3:45 p.m.* 



3:45 p.m. - 4:00 p.m. 



4:00 p.m. - 4:30 p.m. 



4:30 p.m. - 5:30 p.m. 
5:30 p.m. 



Relationship of the Study to Public Administration 
and to Education: 

John K. Parker, Manager 
Systems Division 

Fels Institute of Local and State Government 
University of Pennsylvania 

Relationship of the Project to Manageaect 
Science and to Education: 

Roger Sisson, Associate Professor of Statistics 
and Operations Research 
Wharton School of Finance 
University of Pennsylvania 

Relationship of the Project to Educational 
Administration and to Education: 

Dr. Richard S. Helsler, Lecturer 
Graduate 8chool of Education 
University of Pennsylvania 

Sunmar isetlon : 

Dr. Albert Skelton 
Superintendent 

Port Allegany School District 

Dr. Knuta G. Larson 
Superintendent 

Bristol Township School District 
SOCIAL PERIOD 



BUFFET 

ADJOURNMENT 
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INTERMEDIATE UNIT PLANNING STUDY 



Bucks, Cameron, Elk, McKean, Montgomery and Potter Counties 
Progress Report Meeting (2) 



Date: 


March 14, 1968 


Time: 


12:00 Noon - 4:00 P.M. 


Place : 


Buttonwood Inn 




Emporium, Pennsylvania 



Area 9 



W. A. Anderson 
H. Bowers 

C. E. Brewln, Jr. 
T. A. Carp in 

D. Wilson Clark 
Gordon T. Davies 
Arden E. Davis 
John R. Davis 
Wayne Durandetta 
M. J. Eberl 

C. F. Felt 
Francis A. Gausman 
Arlton G. Grover 
Basil E. Harris 
Richard Hessler 
Russell Hofer, Jr. 
P. T. Jenkins 
Vem Johnson 
George S. Joiner 
Phil Jones 



Tyson C. Kiersell 
James P. Klees 
Michael F. Lombard 
James B. Miller 
Paul R. Miller 
Theodore M. Moths 
Albert M. Neiman 
Wilford Ottey 
John K. Parker 
William L. Roberts 
John T. Rowlands 
James C. Shoup 
Roger Sisson 
Albert Skelton 
William Stavisky 
Robert P. Stromberg 
Mary Swar 
R. L. Sweitzer 
Robert Van Wagner 
L. E. Weissenfluh 



Minutes 



1. The meeting was opened by Mr. William Anderson, Elk County Superintendent 
of Schools. Participants were introduced to each other and lunch was 
served. 

2. A report of the status of the work program was given by Dr. Brewln. 
Chapter II of the Continuation Grant Request, which outlines the pro- 
gress on the 25 tasks of Phase I, was handed out. The information 
brochure, entitled "Program Planning Study for the Intermediate Unit 

in Pennsylvania", was discussed and each member at the meeting received 
a copy. 



2 . 



3. The working paper for Task #17, entitled, "Definition of Major 
Planning-Programming-Budgeting System Elements", was discussed 
by Messers. John Parker and Roger Sisson. The characteristics 
of the Planning- Programming-Budgeting System (PPB System) were 
examined in detail. The characteristics included the following: 
objectives and programs, future implications, multi-year programs 
and financial plans, analysis of program alternatives and annual 
revisions. During the course of the discussion it was pointed 
out that the PPB System is a framework within which a superin- 
tendent, his staff and board can plan, program and budget in a 
systematic manner over an extended period of time. The PPB 
System is not a total management system. The system designed 
for this study contains a separate PPB Sub-System for both the 
intermediate unit and the local school district. It will also 
contain a major forecasting input system. The PPB Sub-Systems for 
the intermediate unit and local school district will be cycled 
simultaneously. The forecasting system will input to both of 

the PPB Sub-Systems. The PPB System will contain the following 
elements: (1) input forecasts of students and revenues; (2) pro- 

gram structure; (3) indicators of major controllable variables; 

(4) operational forecasts of program implementation; (5) . ’ve-year 
plans; (6) five-year programs; and (7) one-year budget. 

4. The project outputs were discussed and are expected to include: 

a. General reports describing the design 
and operation of the PPB System. 

b. Manuals and instructions for use by 
local school districts and interme- 
diate units in operating the PPB 
System. 

c. Training programs for the school 
administrators in the five counties 
participating in the study which 
will enable them to utilize the PPB 
System. 

d. An evaluation of the utility of the 
PPB System for use by local school 
districts and intermediate units. 

e. Recommendations for further research 
and development, if any, related to PPB 
Systems for local school districts, 
intermediate units, and, if appropriate, 
the Commonwealth of Pennsylvania. 
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7. 



A general discussion followed concerning the comments of Dr. 
Brewin and Messers. Parker end Sisson. Each of the partici- 
pants were informed that they will receive a copy of the 
"Continuation Grant Request" which will outline the progress 
to date on the study and the work program for Phases II through 



Dr. Richard Heisler and Mr. Wilford Ottey discussed the results 
of their survey of the educational characteristics of the school 
districts in Area 9. Extra copies of this report were given to 
Dr. Stromberg. 

Mr. Christian Felt, McKean County Superintendent of Schools, 
summarized the meeting. Mr. Felt emphasized the fact that the 
study has received a favorable evaluation from the state evalua- 
tion committee and has been recommended for continued funding* 

He also stressed the fact that Area 9 county offices and local 
school districts wish to be involved in the pilot activities 
that will take place during Phases II and III. Mr. Felt believes 
that the study supports the assumption that the county office or 
intermediate unit has one primary function, i . e . , to support the 
local school district in its effort to provide a sound basic 
education for its pupils. He concluded by emphasizing that the 
study should provide an effective planning and management tool 
for use by local school districts and county offices throughout 
Pennsylvania. 

Mr. Anderson adjourned the meeting at 4:10 P.M. 



IV. 



Respectfully submitted, 




C. E. Brewin, Jr. L / 
Assistant Superintendent 
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INTERMEDIATE UNIT PLANNING STUDY 



Bucks County 

Progress Report Meeting (2) 



Date: 


March 14, 1968 


Time: 


12:00 Noon - 4:00 P.M. 


Place: 


Warrington Country Club 



Area 22 



James W. Blair 
C. E. Brewin 
Robert Cantine 
R. L. Currier 
Stanley B . Dick 
Frank E. Groff 
Warren H. Groff 
Wil Hahn 
Richard llessler 
Willard G. Histand 
Louis A. Krug 
Knute Larson 
Bertha E. Lewis 
Melvin G. Mack 



Don Mattern 
David Mcllhenny 
David E. McKalips 
Albert M. Neiman 
Harry E. Noblit 
Wil ford Ottey 
J. K. Parker 
Sidney W. Popkin 
George E. Raab 
Horace B. Reynolds 
Peter Rumig 
Samuel M. Sanzotto 
Roger Sisson 
Richard Sttayer 
Robert Van Wagner 



Minutes 



1. The meeting was opened by Mr. Richard Strayer, Superintendent 
of Quakertown Community Schools. Participants were introduced 
to each other and lunch was served. 

2. Dr. Brewin began by explaining the suggested reorganization of the 
state into intermediate units. He pointed out that the intermediate 
unit planning study is following the recommendations made in the 
state report on the reorganization of the county offices into an 
intermediate unit system. 

The current status of the study, including the first phase con- 
ceptualization activities and the first stage of the development 
of the Planning-Programming-Budgeting Study was explained. 

Copies of the second chapter of the Continuation Grant were dis- 
tributed. Reference was made to .the task network and it was 
suggested that those interested review.. the documentation of the 



2 . 



project. It was explained that the massive amount of written 
material that has been produced by the study staff thus far was 
both necessary and important to this phase of the project. 

The reason given for the lack of involvement with the local 
educators was the result of the planning and conceptual nature 
of the first phase of the project. It was pointed out that the 
second and third phases would result in a more intimate involve- 
ment of local educators because of the pilot program. 

Dr. Brewin pointed out benefits and support the intermediate 
unit planning study has thus far been able to accomplish for 
the local school districts. The most important are assistance 
to their long range development planning required by the state 
and the assistance in development of a regional educational 
data processing center 

3. Mr. Parker explained the original concept of the intermediate 
unit planning study and pointed out that the primary intention 
of the study was to develop a management approach for the five 
counties directly involved in the study's activities. However, 
he emphasized the importance of the study as a model system that 
could be used throughout the state. 

Working paper #17 was distributed and in reviewing -t&is task, Mr. 
Parker was able to define the general elements of the^lanning- 
Programming-Budgeting System (PPBS) . He accentuated the fact the 
PPBS is not a total management system, but a framework for policy 
judgment for use by decision makers and not a mechanical way of 
running school districts or intermediate units. 

Mr. Parker observed the second and third phase of the study would 
give an overall picture of the Planning-Programming-Budgeting 
System to the local school district staff. It would also provide 
jiorms, instruction and instructional manuals for training pro- 
grams in the development of the pilot program. 

He stated an evaluation of the Planning- Programming-Budge ting 
System would help determine its usefulness to local districts, 
intermediate units, the State Department of Public Instruction 
and possibly to the whole nation. Recommendations would be 
dependent on the outcome of the evaluation as would the deter- 
mination of any further research and development. 

4. Dl. Brewin emphasized that the basic premise of the intermediate 
unit was to support the local school district's effort. It was 
made clear the services rendered should be predicated on the 
priorities and values each school district sets on their res- 
ponsibilities. Hence, the PPB System developed in the inter- 
mediateunit, in order to provide a maximum flexibility in the 
system, must be able to adjust to the needs of the school 
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district within its boundaries. 

5. Professor Sisson and Mr. Parker discussed the implications and 
involvement of local school districts and the study staff in 
planning for the pilot program. They pointed out the study's 
responsibility to recommend possible ways to implement more 
feasible working arrangements between intermediate units and 
local school districts. 

6. From a school board member's point of view, Mr. Mattem indi- 
cated the valuable insights for the community and possible 
resources for every form of local civic and governmental 
planning agency. The plan and system of dissemination by the 
study staff was explained in answer to Dr. Harman's question on 
the possible distribution of results of the study. 

7. A discussion followed in the form of an inter-action between the 
study staff, local district and county staff representatives con- 
cerning the importance of performance indicators on teachers, 
students and local school district goals. The possibility of 
cooperatively working with on-going federal projects in the 
county, i.e., "Quality Education" and "Intensification of 
Learning Projects" were examined. It was reasoned there would 
be indicators developed for goals common to most of the indivi- 
dual school districts as well as indicators for goals particular 
to the circumstances of each district, in order to provide the 
setting necessary for making proper decisions on allocation of 
resources . 

8. Dr. Richard Heisler and Mr. Wilford Ottey distributed and re- 
viewed their survey of educational characteristics. They sum- 
marized and interpreted the existing differences in the educa- 
tional characteristics among the school districts in the five 
counties involved in the study. 

It was explained that the reason this data was collected was to 
get a picture of the schools as they are now, so that at some 
future date a comparison can be made with any changes that may 
have taken place. It was also stated that the difference be- 
tween school districts would help determine the different types 
of, indicators necessary for giving consideration to the various 
school districts participating in the study. 

9. In summary. Dr. Raab commended the study staff for their fine 
progress report and reiterated the necessity for cooperation 
between the local school districts, county offices and the 
Department of Public Instruction in the development of a suc- 
cessful Planning-Programming-Budgeting System for the interme- 
diate unit. 



O 




10. Mr. Strayer adjourned the meeting at 4:15 P.M. 



Respectfully submitted, 

'Z. 7/1 ut/iyuz/yis 

A. M. Neiman 
Coordinator of Research 
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INTERMEDIATE UNIT PLANNING STUDY 

BUCKS, CAMERON* ELK, McKEAN, MONTGOMERY, »’ID POTTER COUNTIES 

(County Superintendents, County School Boards, 
and Local District Superintendents) 



AREA 9 

Thursday, March 14, 1968 
Time : 12:00 Noon - 4:00 p.m. 

Place : Buttonwood Inn 
Emporium, Pa. 



AREA 22 

Friday, March 15. 1968 
Time: 12:00 Noon « 4:00 p.m. 

Place : Warrington Country Club 
Almshouse Road t Rt. 611 



12:00 Noon - 1:00 p.m. 
12:1$ p.m. 



1:00 p.m. - 1:30 p.m. 



1:30 p.m. - 2:10 p.tn. 



2:10 p.m. - 2:30 p.m. 



Lunch 

t 

Opening Remarks and introduction of Participants: 
Area 9 - Mr. William Anderson, County 

Superintendent of Schools, Elk County 
Area 22- Mr. Sidney Popkln, President, Board 
of School Directors, Bucks County 
and 

Mr. Richard E. Strayer, Superintendent, 
Qvakertown Community School District 

Status Report i 

Dr. C. Edwin Brewln, dr.. Assistant 
Superintendent of Schools, Bucks County 

Discussion of PPBS Elements: 

Mr. dohn K. Parker, Manager, Systems Division 
Fats Institute of Local and State Government, 
University of Pennsylvania 

Mr. Roger Sisson, Associate Professor of 
Statistics and Operations Research, Wharton 
School of Finance, University of Pennsylvania 

COFFEE BREAK 



2:30 p.m. - 3:15 p.m. Further Discussion of PPBS Elements 



3:15 p.m. • 3:45 p.m. Summery Report on Educational Characteristics 

Dr. Richard S. Heislcr, Lecturer, Graduate 
School of Education, University of Pennsylvania 

Mr. WMford L. Ottey, Teaching Fellow, Graduate 
School of Education, University of Pennsylvania 

3:45 p.m. - 4:00 p.m. Summarization: 

Area 9 * Mr. Christian Felt, County 

Superintendent of Schools, McKean County 
Area 22- Dr. George E. Raab, County 

Superintendent of Schools, Bucks County 



d/s. 
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PROGRAM PLANNING STUDY FOR 
THE INTERMEDIATE UNIT 
IN PENNSYLVANIA 



PROLOGUE 



The majority of local school districts in the Commonwealth of Penn- 
sylvania completed reorganization during the 1965-66 school year. 
Since then, the State Board of Education has studied the reorganization 
problems involved in the consolidation of the 67 county superintend- 
ents of schools offices into 25 or 30 intermediate units as directed by 
Appropriations Act 83-A, December 1, 1965. 

This Program Planning Study for the Intermediate Unit is based upon 
the emerging long range objectives of local school districts. Funded 
by ESEA Title III, the study is intended to develop management tools 
for use by the administrations and boards of intermediate units and local 
school districts. These tools will enable the intermediate unit to provide 
a more effective program of services to the local school districts. 

In essence, however, and discounting the multiple complexities in 
such an undertaking, the study's net purpose is to produce a positive 
impact on the quality of education for the individual pupil in the class- 
room. It is self-evident to those connected with this study that this 
problem becomes increasingly critical as school populations continue 
to rise dramatically with each passing year. 

Thus, this study is viewed as a necessary accommodation for the 
future of quality education in Pennsylvania. 



CONCEPT AND EMERGING ROLE IN THIS STUDY OF THE INTERMEDIATE UNIT 



The recommended Plan for Intermediate Units of 
the Pennsylvania State Board of Education views 
an intermediate unit as the middle-level of a th ree- 
level state educational system consisting of local 
school districts, intermediate units and Department 
of Public Instruction. Thus the intermediate unit is 
designed to replace the present county office. 

The plan further states that the intermediate unit 
is intended solely for the benefit of local school 
districts through the furnishing of vital services 
such as curriculum and instruction, research and 
planning, instructional materials, continuing pro- 
fessional education, pupil personnel and manage- 
ment. 

In effect, the intermediate unit is a local educa- 
tional resource service unit created to assist the 
local school district in the development of a sound 
educational system-one that is capable of orderly 
growth as it moves into the future. 

With Montgomery County as an observer, the 
State Board of Education invited the county super- 
intendents of Bucks, Cameron, Elk, McKean and 
Potter Counties to cooperate in this study. The 
results of this study will enable an intermediate 
unit board and its administrator to make sound 
judgments concerning the effective utilization of 
all available resources. 

To accomplish this, the five county superintend- 
ents appointed a steering committee comprised of 
representatives of their offices and cooperating 
agencies and institutions. This group began work 
on June 1, 1967. The Study is expected to be com- 
pleted by May 31, 1970. 

Through research, study, and evaluation, the 
steering committee of this Intermediate Unit Plan- 
ning Study has adopted the following basic prin- 



ciples as a working definition of the role of the 
intermediate unit. 

1. Provide assistance and sensitive leadership 
to local school districts without interference 
in the local administration of those districts. 

2. Aid each district to develop the highest pos- 
sible degree of independence through sug- 
gested refinements of their local organiza- 
tion and operation. 

3. Assist all districts within the intermediate 
unit to develop optimum cooperation among 
themselves when mutual benefits are obtain- 
able through such cooperation. 

4. Act in the role of liaison agent between the 
local school districts and the Department of 
Public Instruction, thus allowing those dis- 
tricts maximum concentration on their local 
situation. 

5. Cooperate with the Department of Public 
Instruction in promoting maximum coopera- 
tion among all the intermediate units in the 
state for the purpose of realizing significant 
benefits otherwise unobtainable. 

6. Seek to improve the working relationships 
of the combined districts of the individual 
intermediate unit with other organizations 
and agencies serving the children and youth 
in its local area. 

7. Keep abreast of and initiate leadership in the 
constantly changing and expanding world 
of new educational development. 

8. Reinforce the public concept of our demo- 
cratic procedure by serving as an example 
of the value of working cooperatively with 
districts and other agencies and organiza- 
tions. 




PROBLEMS TO BE SOLVED BY THIS STUDY 



The study of the county superintendent of schools 
office reorganization, conducted by the State 
Board of Education, resulted in the adoption of a 
state plan for intermediate units. 

Legislation is under consideration by the Gen- 
eral Assembly to put the plan into action. Once 
the legislation is enacted, the State Board of Edu- 
cation will adopt regulations to guide the estab- 
lishment of the intermediate unit. 

The program of services to be rendered by each 
intermediate unit will vary according to the edu- 
cational needs of the local school districts served 
by the unit. During the first year, following their 
establishment, two operational objectives must be 
met by each intermediate unit. 

1. All essential services, formerly supplied by 
county offices, must be continued during the 
transition period to insure no interruption in 
these services. 

2. Development of a detailed program structure 
for the first fiscal year of operation, plus a 
projected program structure for the four suc- 
ceeding fiscal years. 

The latter activities of the intermediate unit staffs 
during the first year of operation are critical to the 
development and continued growth of the inter- 
mediate unit in the Commonwealth of Pennsyl- 
vania. These critical aspects represent the reason 
why the Department of Public Instruction, Bucks, 
Cameron, Elk, McKean and Potter Counties, with 
Montgomery County as observer, have joined 
forces in conducting this study. 

It is their assignment to develop a Planning- 



Programming - Budgeting System — hereafter re- 
ferred to as PPB System—that will serve as a highly 
flexible working model for intermediate unit plan- 
ning throughout the entire commonwealth. 

The PPB System model will be designed to help 
the intermediate unit administration and board 
make better decisions on the allocation of 
resources among alternative ways to attain the 
intermediate unit objectives. Its essence is the de- 
velopment and presentation of information as to 
the full implications, the costs and benefits of 
the major alternative courses of action relevant to 
major resource allocation decisions. It is not in- 
tended as a cure for all types of intermediate unit 
admi, strative problems. 

The major elements of the PPB System models 
are: 

1 - Identification of the basic objectives of the 
intermediate unit and relating these to all 
activities of the intermediate unit 

2. Consideration of the future implications of 
these objectives. 

3. Systematic analysis of the available alterna- 
tive courses of action necessary to satisfy 
these objectives. 

The third element involves the systematic iden- 
tification of alternative ways of cariying out the 
basic objectives, an estimation of the total cost 
implications of each alternative and an estimation 
of the expected results of each alternative. 

If the intermediate unit legislation is delayed, 
however, the PPB System model to be designed as 
a result of this study can be used profitably by all 
county offices in their future operations. 



GOALS OF THE STUDY 



Through the development of a PPB System model, 
this study is designed to achieve two goals: 

1. The primary goal is concerned with improv- 
ing the quality of the capabilities of the inter- 
mediate unit to effectively accomplish its 
planning and administrative responsibilities. 
It is equally intended to strengthen the 
quality and the quantity of the services the 
intermediate unit provides to the local school 
districts. 

2. The secondary goal is designed to assist the 
local school districts in Bucks, Cameron, Elk, 
McKean and Potter Counties to more effec- 
tively accomplish their own planning and 
administrative responsibilities, and to in- 
crease the value of their own services to their 
own pupils through a more efficient utiliza- 
tion of their own existing resources. 

The development and use of the PPB System 
model will involve the county boards of school 
directors, county superintendents, county staffs 
and local district chief school administrators. This 



group will reflect the interests of the local school 
district by assuring that the PPB System model will 
provide a program service structure to accommo- 
date the continually growing needs of the local 
school districts. 

Many of this study's findings, particularly those 
occurring during the initial phases, will be useful 
to local school districts in the preparation of their 
long range development plans. The Department of 
Public Instruction now requires each local school 
district in the Commonwealth to prepare a long 
range development plan by July 1, 1969. 

Similarly, reports evolving from the study on the 
use of management techniques and methods will 
be readily available to the local school districts. 
And the resulting PPB System model that will be 
developed for use by the intermediate unit will 
also be available for intensive study by local school 
districts over an extended period of time. 

If a local school district desires to adopt the 
PPB System model for its own use, it will be able 
to do so after modification to fit its own prefer- 
ences and needs. 



WORK PROGRAM AND TIME SCHEDULE FOR THE STUDY 



The work program has been divided into four 
major ohases to aid in project planning, coordi- 
nation* and evaluation* 

PHASE I— planned for completion March, 1968 
—is devoted primarily to research, analysis of sys- 
tem requirements and completion of design ele- 
ments of the PPB System* Included are completion 
of the overall plans for disseminating project in- 
formation and the conduct of appropriate educa- 
tion and training efforts. The detailed design of 
methods to be used for evaluation of the project 
itself is also included, as well as subsequent evalu- 
ation of the effectiveness of the PPB System devel- 
oped* The latter in terms of results achieved after 
implementation of the system by intermediate 
units. 

PHASE II— planned for completion November, 
1968— is concerned with ihe development of the 
operating PPB System* This includes the experi- 
mental pilot operation of the PPB System prior to 
completion of system development and of plans 
for system implementation. At this point, a sys- 
tematic use of techniques for comparing the cost 



benefits for different courses of action will be 
utilized. Special methods for predicting the con- 
sequences of various program decisions will also 
be employed. 

PHASE IN— planned for completion March, 1969 
—represents the period during which one or more 
of the participating intermediate units will employ 
the PPB System and related techniques in prepar- 
ing their actual program and budgets for the sub- 
sequent fiscal year. 

PHASE IV— which extends to the end of the proj- 
ect in May, 1970— will be devoted to analysis of 
the experiences gained in Phase III and revision, 
as necessary, of the PPB System and related tech- 
niques. Also included will be the implementation 
of the revised system by selected intermediate 
units in the preparation of their plans, programs 
and budgets for the fiscal year beginning in 1970. 

It is anticipated that Phase IV also will incorpo- 
rate an extensive education and training program 
for intermediate units throughout Pennsylvania, 
as well as completion of final reports and materials 
fc r broad dissemination. 





EPILOGUE 



It is a matter of emphasis to state that this Program Planning Study for 
the Intermediate Unit is the first, intensive, long range attempt in public 
education to use the tools of management science in the planning, 
development and evaluation of educational programs. 

Creative in nature, the study will establish the guidelines for the 
intermediate unit board, administration and professional advisory 
committee to effectively respond to the increasingly complex needs 
and problems of the local school districts within the intermediate unit's 
boundaries through the use of the resulting, Detailed PPB System model. 

The major point for re-emphasis, however, is that the study, while 
aimed at developing a prototype for an intermediate unit, is primarily 
and deeply concerned with the future quality of the education of the 
individual pupil in the classroom. 

To this end, the time, energy and talents of all those involved in this 
study have been directed. 





For further, detailed information contact: 
Dr. C. E. Brewin, Jr. 
Director of Research and Planning 
Bucks County Superintendent of Schools 
110-A Chapman Lane 
Doylestown, Pennsylvania 18901 






APPENDIX F 




Budget Breakdown : June !_, 1360 to May 31 . 1969 



Government Studies Center . Fels Institute . 

University of Pennsylvania 

Supervisory and Technical Staff $70,900 

Office Cervices 6,200 

Travel Expenses 2,000 

Duplicating Expenses 1,500 

Other: (Computer Services) 4.600 

TOTAL $06,000 

Management Science Center . University of Pennsylvania 
Supervisory and Technical Staff $29,200 

Office Services 500 

Travel Expenses 1,200 

Duplicating Expenses 100 

Other: (Computer Services) 4.000 

TOTAL $35,000 

School of Education . University of. Pennsylvania 
Supervisory and Technical Staff $13,200 

Office Cervices 700 

Travel Expenses 600 

Duplicating Expenses 500 

Other: (Consultants) 5.000 

TOTAL $20,000 
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